A wage administration program for a bank by Olson, George C.
Boston University
OpenBU http://open.bu.edu
Theses & Dissertations Dissertations and Theses (pre-1964)
1956
A wage administration program for
a bank
Olson, George C.
Boston University
https://hdl.handle.net/2144/23628
Boston University
BOSTON UNIVERSITY 
College of Busiaeaa Adaiaistration 
THESIS 
George c. Olso 
(B.S. ill B.A. Boato:a U:ainrai'liy 1952) 
Subaitted ia partial tulfillaent of 
the requirements fer the degree of 
IIA.STER OF BUSDIESS ADIUNISTRATION 
1956 
Chapter 
I. 
II. 
III. 
IV. 
v. 
VI. 
VII. 
VIII. 
IX. 
CONTENTS 
latroduotion • • • • • • • • • 
A. Object of the Thesis • • • • 
B. Techniques and Extn.t of Research 
Legislation • • • • • • • . .. 
A. Federal ta-s and Agenoiea • • • B. State Laws and Agencies. • • • 
4 
6 
6 
9 
9 
14 
Job Analysis and EYaluation • • • • 16 
A. Job Studies • • • • • • • 16 
B. Method of Rat~ • • • • • • 24 
c. Organization and Conduct of Rating 31 
D. Use of Grade LeTela • • • • • 33 
E. Jlaintenanoe of the Prograa • • 38 
Establishing Wages and Salaries • • 40 
A. DeterniniDg Area Rate& • • • • 40 
B. EstablishiBg Wages • • • • • 60 
c. Setting Wage Scales and Ranges • 66 
D. Deternination of Kethod of P~ent 60 
Wage Assignment and Adjustaent • ,. • 61 
1.. Job Rate A sa iglllllent • • • • • 61 
B. Out of Line Payments • • • • 62 
c. Pertol'lllanoe Changes • • • • • 64 
D. Promotion and Serrl.oe Changes • 70 
E. Wage and Salary Review • • • • 71 
F. Legislation Caus1ng Adjustments • 73 
Application of Fringe Benefits ,. • • 16 
A. Types and Classification • • • 76 
B. llhat Benefit. Are To Be Given. • 17 
c. Acquainting Employees with Practices 82 
Classification of Occupations and Wages 83 
A. Coding and Use of Businen Jlaohines 84 
WB&e and Salary Control • • • 
A. Control of Total Payroll • 
B. Control of Average Rates • 
c. Control of Wage Structure • 
D. Control of Individual Rates 
E. The •compa-ratio" • • • 
F. Control of Frtace. • • • 
G. Control Authority • • • 
• • 
• • 
• • 
• • 
• • 
• • 
• • 
• • 
Suama.ry and Conclusions • • • • • 
90 
90 
94 
96 
96 
98 
100 
101 
102 
1. 
Figure ~ 
l. Job Analyaia QueatioiiJlaire • • • 106 
2. Job Descriptio• Fo~ • • • • • 21 
3. Job Aaa~sis Form • • • • • • 22 
4. ".berage of Job l!ankins;s by Factor" 26 
s. 
6. 
7. 
e. 
9. 
10. 
llo 
12. 
14. 
16. 
16. 
l6a 
l6b 
KonBf Apportionmeut.Tab1e ••• 
Job Comparison Scale • • • • • 
Line of Average Rates and Job 
Evaluation Results • • • • • 
PrelimiDary Wage Scale • • • • 
Wage and. Salary Survey Schedule • 
Occupational ll'age Survey • • • 
Compaey and CollllllWli ty ll'age Curves 
Rate Ranges • • • • • • • • 
Wage Scale .. • • • • • • • 
Employee Ratins; Reporl • • • • 
Check List Rating Report • • • 
Suppleaantary ll'age Proviaiona • • 
Individual Salary Data Fo~ • • 
Consolidated Salary Data Fo~ • • 
28 
30 
35 
37 
44 
47 
61 
67 
69 
66 
69 
79 
86 
86 
17 Organization and Manning Requireaents 92 
2. 
Exhibit 
la 
lo 
2. 
.APPEND ICES 
Job Analysis ~estioDDaire • • 
Factors for Job Evaluati~ • 
Action Verbs for Description of 
Job Content • • • • • • 
• • 106 
• • 106 
• • 107 
3. Ex~~~~~ple of Key Jobs for 
Evaluation Purposes • • • • • 108 
Definitions of Evaluation Faotors • 109 
6. Fitti.D& "Line of Average Relationship" 
by Method of Least Squares • • • lll 
Billliograpey .. . . . .. . • • 113 
I. Introduction 
Studies in banking reveal that wages and salaries constitute 
* over 50% of the total expenses involved. Because control is an abso-
lute necessity when dealing with such items of expense, banks and 
banking associations have contributed auch to the development of modern 
management tools for control. Naturally, the manner in which these 
tools are applied is adapted to fit the particular needs of the organi-
zation in which they are used. However, considering the variations and 
combiaations used, the basic principles remain quite static, Similarly, 
the personnel concerned with establishing and administering the program 
~ vary froa two to twenty or more, depending upon the size of the bank. 
Regardless of the size, the details of the plan, and the number of per-
sonnel assigned, a prerequisite for success is, "a visualization of the 
complete problem and the individual components as they affect proper per-
-formance of the over-all function". 
Management has the responsibility of providing a just and equi-
table rate of pay for services rendered as a foundation for good employee 
relations. Employees look to their employers for fair treatment to com-
pensate for their work. When the worker fully understands what is being 
done in relation to his treatment, his conduct and work will reflect 
satisfaction with the program then in force. Wages are considered a 
relative matter when compared with other jobs in the organization and 
* 21 
- 1, P. 2, 3 
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when compared with similar jobs in related businesses within the collllllllllity. 
This comparison demands that management establish like wages for like work 
and differentials where dissimilarities exist. 
A. Object of the Thesis 
The objective of any wage and salary writing is the providing 
of tools whereby equitable compensation for services rendered ~ be dis-
tributed, and whereby improved control over these expenses ma:y be attained. 
This thesis will provide a systematic and flexible program to achieve this 
end. Although the detail concerned will refer to the larger type bank, 
1110difications will be suggested so that the program may be adapted to the 
smaller institution. The effective dietribution of the payroll relative 
to the difficulty of the jobs will be illustrated b7 taking into account 
performance and service increases. Methods of using automatic machinery 
for keeping records and statistics to facilitate the program will be de-
scribed. 
Basic principles wUl be made a part of the section of the the-
sis to which they apply. The object will not be simply to state the rule 
but rather to show its application to a specific event. 
The importance of wage surveys will be illustrated to stress 
the effect they have upon the end results. Along with this, the error of 
using misleading job titles and description of job content will be em-
phasized. A survey of business outside the field of banking will be shown 
to be of great importance. 
A final objective will be to show the importance of diplomacy 
and tact when dealing with the personnel who are the objects of the pro-
gram. The IIIIIDT actual and potential problema, it not properly handled 
ma;r determine the 1ucce•• or failure or the entire undertaking. It il 
dit!icult to persuade the emplo;ree that hil salary is determined b;y a 
method other than arbitrar.r, and b;r penons other than his illmediate 
IUpervisor. Therefore, reactions or the employees lllllllt be considered. 
B. Techniques or Research 
This theais will be presented !rom the view o! a person in-
volved in the work who is trying to increase his effectiveness ill the 
task. It will emphasize the case s~ ilethod; IIUUIT or the descrip-
tions and probleu are presently occuring in a bank which emplo;ys ap-
proximately" lJOO persons. This institution has adopted .l1l8lJ;Y ot the 
tools or modern management, namely the inclusion or a detailed Wage and 
Salary Administration program. Although it is rumored that banks are 
ultra-conservative in adopting new methods and techniques, this thesis 
will show such an idea to be entirely !alse. This point llllcy" bs further 
stressed it consideration is given to the competitive business presented 
b;y other banks. 
In the search tor material, three sources were round to be or 
particular value. First, the .American Management Association has pub-
lished II&IIT books and pamphlets on the subject. Most of these have beell 
written b;y individuals who profess a practical knowledge in contrast to 
an •Ivor;r Tower• knowledge because of their experience in the field. 
More important information has been published in their book, "Handbook 
* of Wage and Salar.r Administration". The American Management Associa-
* 2 
tion1 s publication, •Personnel" also has III&I1Y valuable up-to-date arti-
olea on methods of wage administration. A second source is the American 
Banking Association, which publishes many pertinent articles in their 
magazine "Banking". The pamphlet, •How to Set Up a Salary Program in 
the Smaller Bank", printed in 1950 proved to be of immense value. The 
third source is the invaluable one of direct observation of a program 
at work. Being employed in the Personnel Department of a large bank has 
provided the author with knowledge that may only be obtained from in-
volvement in 11live11 situations. Direct contact with persoiUlel responsi-
ble for and administering the program has provided answers concerning the 
program in its actual operations. 
There are a nUI'IIber of definitions whereby wages are differenti-
ated from salaries, however, in this thesis they will be considered as 
synonymous. We may sq that, "Wages or salaries are the total compensa-
tion for services rendered including both direct and indirect pqments. 
The wage or salary rate is an agreed upon rate of compensation for a 
definite period of time for a specific set of duties and responsibili-
* ties". 
Broadly speaking, a wage and salary program as described in 
books, periodicals, and actual operation may be divided into five gen-
eral phases: 
1. Job Analysis and Evaluation• involving Job Descriptions, 
establishing the relative value of jobs, and assigning 
evaluated jobs to grades. 
* l, P. 3, 4 
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2. Pricing: establishing rates for grades and jobs including 
determination of area rates, conversion of the grading 
scale, setting wage scales and rangee, and method of IJIOve-
ment through the rate ranges. 
3. Wage and Salary Assigmnent and Adjustment: to include per-
formance changes, pro1110tion and service changes, and legis-
lation which causes adjustments. 
4. Application of Fringe Benefite: involving the pay a person 
receives in other than direct paymente. 
5. Wage and Salary Control: the methods used to audit the 
program and their application. 
The sequence of evente as presented above will illustrate the 
process that makes an efficient program. Each phase is a continuance of 
the previous one, each having a neceuary relationship and dependence 
upon the other. Because of the great effect of federal and state las, 
a chapter will be devoted to the influences that are exerted by the vari-
ous rulings. Machine methods for maintenance of records and statistics 
will be de1110nstrated to show their value in facilitating the program. 
A nwaber o:r interviews were held to insure the validity of the 
author's ideas. 
9. 
II. X..gislatioa 
When dealing with wages and salaries, consideration 1111st be 
given to the federal and state legislation which will have an effect 
upon the job to be done. Before work of &nT detail is performed, know-
ledge of applicable lura is necessary. It would be a waste of time and 
effort to establish a wage scale without first considering the law that 
establishes minimwu wage scales. Likewise, it would prove invalid to 
p~ an employee at an equal rate for all hours worked, disregarding 
those hours considered as overtime. A brief resume of those laws will 
be given here, but in no manner will it be complete. Volumes of rulings 
and decisions deal with almost each and every law that concerns wages 
and salaries. Attorneys are often necessary to determine the fine points 
of legality that often arise. For those concerned with wage and salary 
administration, however, it is necessary to have a general knowledge of 
the laws with ability to relate them to the work performed. 
A. Federal Laws and Agencies 
The first and perhaps most often referred to laJr is the "Fair 
Labor Standards Act of 1936", the so-called Wage and Hour law. Amend-
ments are set forth periodically by executive decree. Because they are 
considered as being engaged in interstate commerce, banks fall under the 
rulings of this act. Listed below are some of the rules which must be 
considel'lld by wage and salary personnel: 
1. M:in1mum Wagesr Every employer shall p~ wages of $1.00 
per hour to each of his employees engaged in commerce or 
10. 
in the production of commerce. 
2. Max:imuJII Hours: No employer shall employ any of his em-
ployees who are engaged in commerce or in the production 
of goods for commerce for a work week longer than forty 
hours unless such employee receives compensation for his 
employment in excess of the hours specified at a rate not 
less than one and one-half times the regular rate at which 
he is employed. 
3. Regular p8J1119nt shall not include: 
a. Sums paid as gifts - Christmas, rewards of service, etc. 
b. Payments made for occasional periods when no work is 
performed because of vacations, holidays, illness or 
other similar causes. 
c. Sums paid for recognition of services if the payment 
is made at the sole discretion of the employer or if 
the payments are pursuant to a profit sharing plan. 
d. Contributions made for insurance or other benefits for 
employees. 
e. Extra compensation provided by a premium rate for cer-
tain hours or holidays. 
4. The payment of wage and overtime compensation JIIUSt be paid 
to the employee in cash or by negotiable instrument payable 
at par. Scrip, token money and coupons are not considered 
proper media. 
5. Certain classes of employees are exempt from the rulings 
of this law, nsmely executive, administrative and pro-
u. 
tessional persons. 
Under this law, the Wage and Hour Division of the Departllellt 
of Labor has been established to enforce its provisions. Numerous de-
cisions as to administrative opinions have been set forth by this board 
and, of necessity, must be regarded as law. 
The Social Security Act has had a profound effect upon the 
payroll of every type of business in this country. Consideration DlllSt 
be given to the Internal Revenue Code of 1954 which contains taxing pro-
visions, while the Social Security Act contains benefit provisions; both 
Dlllllt obviously be integrated. The parts of the Social Security Act may 
be grouped under three heads: 
1. Social Insurance: thill includes Old Age and Survivors 
Insurance and Unemployment Insurance • 
2. Public Aid to the Needy: this includes Old Age Assistance, 
Aid to the Needy Blind, Aid to Dependent Childrsn and 
Assistance for the Disabled. 
3. Health and Welfare Services: this includes Child Welfare 
Services, Services for Crippled Children, Maternal and 
Child Health Services and Public Health Services. 
Under this act the employer and employee are obliged to malce 
contributions to specific funds. The amount on a yearly basis may well 
run into thousands of dollars when considered as a part of wages. Deep 
consideration IDil&t be given to the benefitl! of this law when wage and 
salarY administration personnel are dealing with such things as Fringe 
Benefits, to be discussed in Chapter VI. The Social Security Commission 
has been established to administer the provisions of this act with the 
12. 
taxing provisions handled by the Bureau of Internal Revenue end the 
Treasury Department. 
The Portal to Portal Pay Act of 1947 served to limit compensa-
tion allegedly due the employee for the time between entering the gate 
of the plsnt until starting work. The effect of this legislation was to 
limit a certain type of upward pressure on wage levels. 
Another group of legislation is the various Internal Revenue 
Codes. Mally of us are familiar with the numerous phases of Income Tax, 
but few are familiar with the intricate details in the accounting and 
pdmjnistrative procedures. Wage end Salary administration personnel must 
be familiar with these laws becauee consideration must be given to the 
wages which a person has after taxes. These tax laws require the inter-
pretations of trained e:xperts for absolute compliance. 
Of indirect importance is the Labor Management Relations Act 
of 1947, so-called Taft-Hartley law. This act reviews employers' and 
employees' rights, and lists a number of unfair labor practices; also, 
it gives lllliiiY details concerning collective bargaining. In union organi-
zations, wages and salaries are one of the prime considerations in col-
lective bargaining. The effect that these contracts have on community 
rates is of definite consideration. Although there are few banks union-
ized at present, it is wrong to assume that more will not, or cannot be 
unionized. This act also establishes certain conditions that 11111st be 
met with regard to deducting of union dues and contributing to employee 
trust end welfare funds. 
During and after World War II, a number of directives were 
passed to serve mainly as a ceiling on wages. Boards were established 
13. 
to review wage increases. It appears that our government was dictatorial 
with respect to wages; an analysis of the times and conditions, however, 
would seem to reveal justification. 
The Department of Labor is the main federal body which adminis-
ters most of the legislation affecting workers and wages. When studying 
wage and salary administration, contact with its main office would be of 
great aid. The Department of Labor is broken into six divisions, namely: 
1. Bureau of Labor Statistics: this agency provides data con-
cerning employment, wages, working conditions, prices and 
cost of living. 
2. Wage and Hour and Public Contracts Division: these divi-
sions administer the Wage and Hour provisions of the Fair 
Labor Standards Act and the Walsch-Healy Act • 
.3. Children's Bureau: this bureau administers the child 
labor provisions of the Fair Labor Standards Act and the 
maternal-child welfare provisions of the Social Security 
Act and similar related services. 
4. Women's Bureau: this group makes recoliB!lendations con-
cerning the wages, hours, conditions of work and other 
matters relating to women employees. 
~. Division of Labor Standards 1 provides information and 
assistance in industrial safety, health, working conditions, 
industrial relations and labor legislation. 
6. Federal Bureau of Employment Security: the employment and 
unemployment functions are found in this division. 
Government agencies have the duty to provide assistance when 
14. 
called upon by the public. A visit to these departments is essential to 
familiarize oneselt with their !unctions and available material. 
B. State Laws and Agencies 
Just as there are masses of Federal Legislation affecting wage 
and salary administration, so are there masses of state legislation. 
Where federal laws do not apply, state law's generally do. State statutes 
are patented after federal laws although in many ways they are much 
stricter than those of the federal government. In Massachusetts, many 
of the state laws are much JliOre exacting than the federal. 
Perhaps the most important law which affects employers in re-
ference to wages is that dealing with Workmen's Compensation. In essence, 
this compensation is a .form of insurance for industrial accidents. It 
may well be considered as a Fringe benefit to the wage and salary admin-
istrator. Death, disability, medical payment, occupational disease and 
compensation funds are covered by this law. States have agencies set up 
to handle any questions or administrative matters arising under this law. 
In Massachusetts, the Department of Labor and Industries acts 
as the administering authority for the various laws applying to workers. 
Under this department, there are various boards such as the Wage and Hour 
Board, Arbitration and Mediation Service, etc. When dealing with wages, 
consultation with these colllllissions provide answers to any legal problems. 
For example, when discussing apprentice wages, it is well to consult the 
Wage and Hour Board to ascertain the mini111ll!l rate and the conditions to 
be met to call an apprentice as such. 
III. Job Analysis and Evaluation 
A primary step in wage and salary administration is a compari-
son of wage structure with job difficulty. It involves an analysis and 
evaluation of all jobs within the bank. The relative value of one job 
to another is determined by a method known as Job Evaluation which indi-
cates the differences in jobs as determined by analysis of job content. 
A Teller does not perform the same work as an Auditor; neither does a 
Stenographer do the same work of a Machine Bookkeeper. The point to be 
emphasized is that Job Evaluation is concerned with the job and not with 
the person. This idea 1111st be conveyed to every employee; otherwise, 
biased and incorrect results will be obtained. Also, Job Evaluation does 
not determine wages alone; rather, it serves to indicate whether the 
wages that are being paid are in line with the relative difficulty of the 
jobs. Once the evaluation is determined, the adjustments MaT be made. 
ApproximatelY' fifty percent of' the banks in this country have 
* some sort of' formal Job Evaluation program in force. The persons di-
rectly concerned with wage and salary administration have been the major 
supporters of' instituting such a program. In almost all organizations, 
however, there is some method of' informal evaluation even if' it merelY' 
involves a wage administrator or a responsible person. 
When comparing and analyzing jobs, some measure 1111lSt be estab-
lished whereby all jobs can be compared on the same basis. The varia-
• 
tions in jobs can best be determined by examining the characteristics 
that are common to all jobs. Macy- firms employ a great number of' colliiiiOn 
* 2$, P. 74, 7$, 76 
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factors; basic ones are (1) Skill (2) Effort (3) Responsibility and 
(4) Working Conditions, The factors used will depend upon the type of 
jobs that are to be evaluated. With respect to the factor of Skill, 
banks may also be concerned with Education, Experience, Complexity, etc. 
Simply stated, Skill ma;r be defined as the amount or 111mow-how11 that is 
required of a person to perform a particular job, Other factors related 
to Skill may be used in addition or in lieu of those factors mentioned. 
Physical strength and visual effort are but two types to be considered 
in relation to Effort. Aside from Skill, Responsibility is one prime 
factor in arriving at the final comparative position of any job. This 
may include Monetary Responsibility, Good Will and Work of Others. A 
more complete list of factors may be found in Appendix 1. 
In some cases when comparison of jobs is made, some adminis-
trators advocate what is lmown as "Balancing Factors". These ma;r in-
clude Supply and Demand For Certain Skills, Tradition, Seasonal Factors 
and Opportunities for Advancement. There is a great danger in using 
these type factors; however, the adjustments made in rates after Job 
Evaluation is complete will adjust for these items. If the adjustment 
is made for both Job Evaluation and adjustment of rates for the job, 
then fUrther inequities may result. In this thesis, the subject of 
these balancing items will be covered in the discussion on wage criteria 
for value determination. 
A. Job Studies 
Regardless of the method used in evaluation of jobs (to be 
discussed in the next section), the basic tool is an accurate and ade-
quate Job Description. These descriptions enable the raters to make com-
parisons and differentiations. The importance of these descriptions can-
not be underestimated because the7 are the basis on which the remainder 
of the program is built. "A Job Description is a written report deline-
* ating the duties, responsibilities and conditions attendant to the job". 
Job Description is not limited to Job Evaluation but is also valuable 
for determining promotions or transfere, as an aid to establishing 
training programs, estimating costs, methods improvements, and the han-
dling of grievances. 
Before the collection of information for Job Descriptions, cer-
tain necessar7 conditions IIDlSt be met. First, the terminology used DIUSt 
be consistent with that used in Job Evaluation. There can be no excep-
tions; for example, if the word frequent ~~~eans sevent1 percent of the 
tiDe under the method of evaluation, it cannot 1118an ten percent of the 
time in Job Description. Likewise, words such as average, which may take 
llUlllerous meanings should be avoided. It i.8 best to stsrt sentences with 
action verbs such as "compiles, machine adds, audits, etc." A detailed 
list of these action verbs may be found in Appendix 2. 
Another important factor is to choose accurate and meaningful 
titles for the jobs. Confusion arises in such positions as a Cost Ac-
coun:tant and a Cost Clerk, a Stenographer and a Typist, a Bookkeeper and 
an Accountant. A valuable source of titles is the Dictionacy of Occupa-
tional Titles, published b7 the u. s. Department of Labor. This book 
contains thousands of job titles found throughout industcy and business. 
*l 
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The Federal Resel'V'8 has also adopted Jlllley" standard jobs with standard 
titles, which is also carried over to the American Banking Association. 
When giving a job a title, one mnst be specific as far as possible, but 
yet be in line with the description set b;r tradition and by other re-
lated businesses. · 
The principal factor prior to collecting the information is 
•how to get it•. A nwaber of methods are available; first, one must 
provide the employee with a questionnaire asking for a description of 
his job. However, this may lead to conscious or unconscious bias. The 
second method is to provide the supervisor with a questionnaire, asking 
h1lll to describe each job in detail. Again, we may have bias. A third 
method is by the collll1littee or group study; this method may eliminate 
much of the bias but it lacks first-hand knowledge of the job. The 
fourth method is job study by a Job Analyst who observes and discusses 
the job content with the person performing the work and who checks the 
results with the supervisor. The latter method, in particular, is the 
most logical, impartial and equitable, However, it is expensive and 
ti.ll8 con8UIIIing. An effective method is to provide the employee with a 
questionnaire and have a job analyst check the results with the worker 
concerned and the supervisor. This method adds to the speed of the 
operation. 
Care must be taken to insure the use of tact and diplomacy 
when a Job Analyst obtains information as to job content. A sarcastic 
word or a harsh manner may well eliminate all valid information. The 
reaction of the employee to the analyst can well determine the success 
or failure of the undertaking. Persons must be handled as individuals 
19. 
who mst be shown that the information plays an important part in as-
sisting the persons concerned with wage administration. 
When gathering the information, the analyst should be intro-
duced to the department by a responsible senior person. The analyst 
should explain the function and purpose of his work. The department 
head then introduces the analyst to the person who is to be inter-
viewed. Careful choice mst be exercised in determining which person 
is to be interviewed; generally, it must be someone who performs the 
job as it is normally done. Each separate and distinct job should be 
written up. The worker mat be impressed with the fact that the ob-
ject of the interview is the job and not the person. The analyst 
will then ask the worker to describe his duties in detail, following 
the daily sequence. The breakdown of detail should include the duties 
performed daily, periodically (weekly, monthly), and occasionally. 
"A satisfactory Job Description should include some refer-
ence to the following: the Job Title; the Job Function; Typical Ex-
amples of work; Types of Equipment used; T;n:e of Method or Procedure 
* available; and a statement of the sigaificantwork operations involved." 
As previously mentioned, sentences should begin with active functional 
verbs such as "tests, compiles, machine adds, etc.". 
In the COIIq)OSition of the description, the heading should 
include the Job Title, Job Number, Approving Authority, Department and 
Division. The Body of the description generally contains a summary 
paragraph of the duties or functions performed, This is normally pre-
* 1, P. 58 
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pared after the detailed duties are established. Following this 1 a 
SU1111118.I7 of the equi:pment used, such as adding machines, comptometers, 
etc. IBilSt be compiled. We then have a detailed description of the duties 
as they occur; this takes the form ot "What", "How" and "Why" and lllllJ' be 
divided by time factors which include daily, weekly 1 monthly and occa-
sional periods. This data is concerned with the characteristics whereby 
the job is to be evaluated to facilitate and assist the evaluation pro-
cess. Each item is assigned an approximate percentage of time which 
serves to weigh the particular item .for evaluation purposes. When it is 
unreasonable to assign time percentages to individual. i tams 1 the per-
centage should be included with the other items for the particular duty. 
As a final point in Job Descriptions and study, it 111USt be 
emphasized that uniformity of writing should be maintained. It is ob-
vious that a person with great literary style could easily influence and 
introduce bias into the process of evaluation. 
Examples of Job Descriptions are .found on the .following pages. 
Figure l is a questionnaire for use in a small bank as designed by the 
American Banking Association. Figure 2 is a form for make up by a Job 
Analyst. Figure 3 is for use in clarifying the listing o.f duties. This 
form is closely allied to the actual evaluation process and serves to 
clarify items which the evaluation collllllittee DUcy" have. It further adds 
to the validity of the evaluation by making the comparisons more uniform. 
21. 
FIGURE 2 
DESCRIPTION OF POSITION 
Positioa Naaea (Descriptive Title) Job wwa.ra 
Deparlllent: Division; 
Function: {General stat811lent ot job a:ad purpose to include) 
Under {Direot)(General) •uperviaion ot • 
Supervisee (Number) (Job Title • Responsible 
tor (Work, i aent,Caah etc. Perfol'lllll ---....,=--
end ETC. 
!quipaent Used: Office Machines and !pplianoes 
Daily Duties: 
.llajor Task:IIJ foll01r the daily routine, pick up continuit)' 
of th.e job. 
Begin each antence with a action verb. 
Describe each task in th.e form of, What _HDw_Wli¥_• 
.l(onthly Duties: 
Those duties which appear generally each month regularly 
Occasional Duties: 
Non-routine duties 
Odd jobs 
Director• or special reports 
Tel'lllll relative to tilll.ea 
Continual 
Frequent 
lateral ttnt 
Occasional 
Negligable 
70'}'. or acre of time 
40-70% of time 
10-40% of time 
2-10% ot tiae 
2% or leas of time 
FIGURE 3 
• JOB ANALYSIS 
22. 
Job Name: Date: 
Depart.ent: Source: 
I. EduoaUon 
1. Lowest grade of education necessary for a person starting 
oa this job. 
------------------------------2. Specialized formal traiaing courses or field of study 
necessary for a peraoa to fill this job satisfaotori~. (1) (2) _______ _ 
II. Experience 
3. Ninim•m prior related experience necessary before coming 
to this job.(Type aad Time) 
-----~~~----4. New duties a aP employee llllst learn and minimum time for 
proficienoy. List. 
III. Complexity 
5. General description ot supervision and instruction rec-
eived and/or available. 
----------------------
s. Describe choice of methods or procedure to perform work. 
1. Iastruotion given by person on this job. 
B. Work referred to others. (What- To Whom- How Often) 
9. Decisions made by a person filling this job. 
10. Time limits for completion of work. 
IV. Working Conditions 
11. Usual working hours. Froa To • 
-----12. Disagreeable working oonditions.(Type and time worker under) 
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V. Phiysical D~ 
13. Proportion of tiae spot; Standing _---J%;Sitt1ng, _ __,%; 
MOving about %. 
14. Proportion of time spent operating ofi'ioe -ohines. 
(l) _J.; (2) %. 
16. Partioular fatiguiai use of' ausoles or phiysical strata. 
(Type and Time) • 
W. lfonetary Reapoasibility 
16. Work whiob. oould result iD. .onetary loss or gain. 
17. Errors in work deteoted at. 
-----------------
18. Deteraines aoouraoy of'; 
---------------------
VII. Public Relations 
19. Contact with public or customers. (About what-how often) 
20. Work to public or customers. 
-----------------
VIII. Work ot Others 
21. Contact with other Daak persounel. (With whoa- about 
what- how otten) ---------------
22. Work to other persoDnel or departaents. 
--------
23. Supervision exercised. 
---------------------
24. Jobs on whioh this person oould substitute. 
----
Remarks: 
24. 
B. Method of Rating 
Once Job Descriptions have been prepared, the next step is to 
measure their worth as determined by their relative values. Many methods 
are available, namely: (1) Job Ranking, (2) Job Classification, (3) Fac-
tor Co114>arison, and (4) Point Rating. The Factor Comparison method is 
* the predominant method used by banks to evaluate their jobs. As to the 
choice of plan, a number of factors must be considered. What personnel 
are available to administer the program? What type plan would best suit 
the needs of the bank? Which provides the most careful and analytical 
comparisons? For the small bank, s~le Job Ranking, which is ranking 
the jobs in consecutive order is often sufficient. For the larger or-
ganization, however, a more exacting plan is necessary. 
The plan to be described is a modification of the Factor Com-
parison and Point Rating methods. It has been derived after careful 
study of all the methods available and in use. The end results of these 
plans have been highly favorable and have proved valid. For descrip-
tion, the plan will be presented in the logical steps in which it oc-
curs. 
The first step was to select key jobs from those to be evalu-
ated. The guiding rule at this point is to choose jobs which would be 
a representative cross section of those within the bank. This involves 
picking one from almost every department in the bank including the 
branches. Another ~ortant factor in choosing the key jobs was to pick 
those well-known in the field of banking, but related to other jobs in 
* 25, P. 21 
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dii"ferent businesses in the community which facilitates comparison of 
area rates. (In a later chapter, area rates will be discussed.) The 
content of these key jobs must also be relatively stable and must have a 
sufficient number of persons on the job. Another important factor is 
choosing jobs from high to low by degree factors which are to be rated. 
An example of these key jobs may be found in Appendix 3. 
The second step is to select critical factors with which to 
evaluate and compare the jobs. The primary rule for this step is to 
select factors that best characterize those common to the jobs in the 
bank. Likewise, the factors must have a significant bearing on wage dif-
ferentials. At this point, it may be re-emphasized that we are dealing 
with banking. A choice is necessary to pick those factors which to tl:E 
banking field can be compared and from which relative values ~ be 
found. Reference may again be made to Appendix 1 which contains a list 
of factors that were used. For this plan eight factors were chosena 
(1) Education, (2) Experience, (3) Complexity, (4) Working Conditions, 
(5) Monetary Responsibility, (6) PQy8ical Demand, (7) Public Relations, 
and (8} Work of Others. These factors fulfill the requirements of pro-
viding suitable degrees of dii"ference between jobs. 
Once the factors to be used were decided upon, the third step 
involved defining the factors and breaking them down into degrees of ef-
fect. It is necessary to define these degrees so that all jobs to be 
evaluated will fall within the definitions and degree range. As an aid 
to the evaluation process, "Bench Marks" of specific duties are estab-
lished within these degrees for specific types of work. The definitions 
of factors and degrees may be found in Appendix 4. 
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With the factors defined and established and the key jobs cho-
sen, the fourth step involved is ranking the selected jobs by each factor 
and relating it to the degree of each factor for which it is best fit. 
As an example, a job such as a Machine Bookkeeper was first ranked within 
the factor of Education and was assigned to the third degree because this 
called for a high school education and specialized formal training in 
business machine operation. This process is carried out by each member 
of the evaluation colllllittee and the ratings of all members are then com-
pared. If there is any great disagreement which cannot be solved, the 
job is eliminated from the key job evaluation list. The form for cs:rry-
ing out this operation is found in Fig11re 4. On this form, all the rank-
ings are recorded and an average is taken for the job. 
The fifth step involves weighing the different factors and the 
degrees of each. This step in the evaluation process is perhaps one of 
the most difficult, therefore causes much disagreement. In the method 
of comparison, the weights used are determined by apportioning the "going 
money" rate for the jobs to the degree of each job. This is accomplished 
by taking the average paid rate for the job and then each member of the 
committee allots so 11111ch of the rate for the job among the job factors, 
to degree, in proportion to what be believes proper. This rate referred 
to above is generally that average rate paid for the particular jobs by 
the organization conducting the evaluation process. It is only natural 
that not all committee members find the same proportion of money for 
each factor. The solution at this point is to compute averages for all 
the ratings to arrive at lllidpoint values for each degree of each factor. 
This midpoint value is then reviewed by the committee for final agreement. 
* 
"' 0> 
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If, at this point, settlement cannot be reached, then it is necessar,y to 
remove that particular job. If, however, a degree of factor cannot be 
agreed upon, then the normal average will have to suffice. Figure 5 il-
lustrates a form which is quite useful for this step. As can be noted, 
each rating of the committee is recorded and averages are taken. A final 
rate is then entered in at the block next to the job title. 
The sixth step in the method of rating involves ranking the 
remaining jobs by the factors chosen and assigning the weights as deter-
mined by using the key jobs. Analysis of the jobs described will reveal 
there are lll&liY that are identical with only minor differences. When this 
occurs, it is not necessar,y to tank all the jobs, just a few. A Teller, 
for example, if evaluating a Commercial Teller, it is not necessar,y to 
rank four or five of these same jobs if they are all the same. This step 
leads to further advantage in that it adds to standardization to some 
degree of jobs. Care is also necessary in that a Teller from a branch 
office may perform duties which may cause that particular job to be 
ranked high above an ordinary Teller. 
The final phase of the method of Job Evaluation described is a 
comparison of the results obtained in a graphic form. Any discrepancies 
require close and careful check to determine if error is mathematical or 
if it is attributable to the system itself. Chart 6 would reveal any 
major discrepancies when jobs are compared. 
There are a number of other methods available for rating tb:! 
different jobs; many are refinements or variations of those previous~ 
mentioned. A complete description of these methods may be found in 
• 26 
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FIGTJBE 6 
• 
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* 
"Wage and Salary Administration". This book contains an excellent de-
scription of the methods and of their use. 
It 11111st be remembered that a plan which works good and accu-
rately in one organization might be a failure for another organization. 
In introducing a new program, it is best to study all the methods avail-
able and then adopt the one that is suited to the firm. A small bank 
may well use siJIIple job ranking, while the large organization may find 
this method to be entirely unsuitable. 
c. Organization and Conduct of Rating 
The method used for the process of evaluation was one of com-
mittee type; the collllllittee is set up for the special purpose of Job 
Evaluation. This coliiiDittee represented a cross section of the personnel 
throughout the bank. All members were familiar with the operations of 
the organization as a whole, while some were thoroughly indoctrinated in 
specific functions such as Losning, Transit and Bookkeeping, Trust Opera-
tions, etc. Such a committee must be carefully chosen so that persons 
who readily understand the program will be selected. 
The first step for the coliiiDi ttee is to review the method 
whereby the jobs are to be evaluated. The advantages and disadvsntages 
of the method must be discussed. All tei'IIIII, factors, degrees of factors 
and definitions 11111st be agreed upon and clarified. A msnual should be 
made and distributed to each member of the group; the manual should ex-
plain the information and it should be reviewed with the members. During 
this review, ~ questions or misunderstandings must be clarified. If 
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any personal confiicts exist among the members of this group, these 
members should be dropped before the evaluation process starts. 
It is advisable for the collllllittee to visit the departments 
where the jobs are to be first evaluated. This gives the group a 
familiarity with the operations and serves to refresh their memory o! 
' the jobs. When this orientation is completed, the group is ready to 
carry out the actual evaluation process. 
The first step in the evaluation process is for each member 
o! the collllllittee to read a detailed Job Description for each job to be 
evaluated. If there is any disagreement as to content, corrections 
should be made and noted on the description form; also, the reasons 
for the change should be noted. The next step is to choose a degree of 
each factor which best describes the particular job being evaluated. 
The steps as described in the previous section DlllSt be carried out. At 
this time, any disagreement that arises 81110ng the collllli ttee members 
must be settled and all differences must be reviewed. If a decision 
cannot be reached, then it is necessary to strike an average to increase 
or reduce the weighing of particular factors. All decisions reached 
DlllSt be recorded and cheeked to insure that the raters are consistent, 
job by job and factor by !actor. Any particular reasons for awarding a 
job particular degrees of factors should be recorded. A useful chart 
for further comparison is Figure 6. 
When the evaluation has been completed, the ratings DlllSt be 
checked against each other !or consistency by an overall comparison 
and by !actor. 
D. Use of Grade Levels and Employee Classification 
With the completion of the evaluation process as described 
above, it is necessary to express the job values that have been reached. 
This is accomplished by separating the entire range of work (the silllplest 
to the most difficult) into a number of separate divisions, commonly 
* called "grades•. These grades have no set formula for their detal'lllina-
tion, but rather are established through experience and training. Prior 
to detel'lllinil1g the number of grades, it is necessary to plot the results 
of the evaluation procedure against the present pay rates. With this 
done, a line of average relationship is drawn through the points from 
high to low. This line may be drawn freehand (the author1 s personal 
choice) or fitted by the so-called "Kethod of Least Squares". The mathe-
matical formula for fitting this line is found in Appendix 5. The diffi-
culty with use of a mathematical formula is the fact that the line will 
be straight which is quite often not the case. The increase is propor-
tionate, whereas a bank with rates iD.creasing at an increasing rate or 
decreasing rate would have anything but a straight line. If the data is 
plotted on semi-logarithmic paper, however, the line may approximate 
straightness. 
With this line fit, we have in effect a correlation chart 
showing present average rates of pay with Job Evaluation results. If 
the scatter of points approximate the line, then it may be assumed that 
the previous wage structure is not far wrong and drastic changes are not 
* 1, P. 90 
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necessary. Figure 7 illustrates this line of average relationship. 
When the above chart has been completed, grade levels ms:y be 
determined; however, this is a difficult problem. As previously stated, 
there is no set formula for determining the nUIIIber of grades. In effect, 
there are three important considerations in determination of the number 
of grades. These are: 
1. The entire width of the complete range of work involved. 
The wider the range, the greater nUIIIber of grades neces-
sary. 
2. The degree to which the volume of work lends itself to a 
highly specialized division of job assignments. 
3. The similarity or likeness of jobs to one another. If 
job values differ slightly and the work is quite similar 
then it is only natural that they will fall in the same 
or congruent grades. 
The llUIIIber of grades or classes in banking is in maey cases 
higher than in other type businesses. The median number is 15 with the 
* range from 10 to 20. This indicates that the above listed three fac-
tors are worley of carei'ul consideration and aey arbitrary division of 
the scale cannot be made. 
As if quite often the case, groupings or clusters of the jobs 
evaluated will be noticeable when the scatter diagram is completed. This 
will give a visual assistance in determining the grades. Another notice-
able .fact is that as the grades increase on the scale, the width in-
* 25, P. 46, h8 
500 
400 
35. 
FIGURE 7 
Correlation Chart: Present Average Rates with 
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creases. This is due to the fact that there are fever jobs at the higher 
than the lover levels. Determination of the grades is made by merely 
referring to the present rate scale where we llllliY find the rates to be 
paid. Care must be taken, however, so that the rates indicated on this 
scale will be subject to adjustment as described in the next chapter. 
The next important step is to classify the bank employees into 
the grade levels within which they fall. This process first necessitates 
proper assignment of the workers to the jobs they are performing. Quite 
often the case arises where a person is classified as General Clerical, 
yet he is performing duties which are classified as Bookkeeping. These 
assignments mst be made in accordance with the jobs that have been 
evaluated. The assistance of department supervisors is necessary for 
this classification. The great problem arising rl th this procedure is 
when a person performs duties found on two or more jobs. When the rates 
are the same, no difficulty is present, but when the rates vary, a defi-
nite policy met be set forth as to how the rate will be adjusted for 
that person. One 11111thod is to elassif7 the worker at the highest level 
ot Job he performs and this DllSt be determined at the colllllittee level. 
Another method and perhaps the 1110st equitable is to re-evaluate that per-
son's position, taking into consideration all duties performed. Of ut-
most importance is the fact that classification is a matter of direct 
supervision. Policy is also necessary as to classification of trainaes, 
i. e., whether a general group or a particular group will be assigned 
to particular jobs. Scales DD1Bt be constructed showing the level of 
classification and the prel.imina.ry rates. Final ranges will be discussed 
further in the following chapter. The preliminary scale is as shown in 
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FIGUliE 8 
* PRELDli!iARY WAGE SCAlE 
Raage aa& C1aa•itioation 
------------
DitfioultJ Pointe .lfonthly Salary 14idpoint 
Grade Froa To Froa To Geo .. trio Average 
XV 173 180 173 230 200 
XI'l 181 200 187 249 218 
XIII 201 220 202 269 236 
XII 221 240 219 292 266 
XI 240 265 237 316 277 
X 255 275 256 341 296 
IX 276 300 277 369 323 
VIII 301 325 300 400 350 
VII 326 350 325 433 379 
VI 351 380 362 469 411 
v 381 420 381 507 443 
I'l 421 445 412 549 480 
III 446 480 446 593 519 
II 481 525 483 646 564 
I 526 on 623 697 610 
Ra:a&• 33 1/3 % Grade Differential 8 l/3 % 
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Figure 8. 
E. Action for Maintenance of the Program 
Job Evaluation can be an active valuable tool of wage and 
salary administration or it can easily be reduced to a stack of extra 
paper found in a bottom drawer. Failure is quick, if the program is 
not maintained and continually checked. Active interest IDilSt be main-
tained and jobs lllllSt be rated as they change. Professor L. B. Michael 
sets forth a number of fundamentals that are worthy of note at this 
* point. These area 
1. All jobs involved in the program should be studied, de-
scribed, evaluated and assigned a job value. This is a 
continuing process as job content changes and new jobs are 
created as well as old jobs absolved into others. 
2. Wage and salary scales should be established for all jobs 
or groups of co111parable jobs. What good is determination 
of a relative value amongat jobs if pay differentials are 
not cognizant of them? 
3. Employees DllSt be classified under their job titles and 
job value and advised accordingly. Secrets cause doubt 
and suspicion. In some states, as Massachusetts, the law 
requires that employees be notified of their pay status. 
4. A uniform practice is necessary with regard to the use 
of hiring rates and rate adjustments in connection with 
* l, P. 97 - 101 
transfers, upgradings and downgradings. 
5. Adequate means must be provided so that review of' job 
values and content may be appraised. Also, a means for 
analysis and evaluation of' new or changed jobs. 
6. All changes in employee classification by job value, title 
and rates must be cleared through a central organization, 
noi'IIIally the personnel department. 
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IV. Establishing Wages and Salaries 
Once the relative values of jobs to each other have been estab-
lished, the next question that arises is how much to pay particular jobs 
in monetary terms. Job Evaluation is not enough. This merely indicates 
the relative difficulty among jobs. Wages can be paid in equal ratio, 
but seldom is this true or practical. A company wants to pay, in most 
cases, what the job is worth compared to other jobs, yet the practical 
viewpoint dictates that the "going wage", i.e. the wage co111111only paid for 
that type work in the coiiiiiUllit;r, is the main determinant. If Job Evalua-
tion shows that this wage is above or below what is comparable for the 
difficulty of that job, than adjustments must be made. The question of 
greatest importance is concerned with the •going wage" for certain types 
of jobs. The "going wage" takes into consideration what some persona 
advocate and it should be included as factors of Job Evaluation, namely, 
Supply and Demand of Labor, intangible factors such as security, stabi-
lity of employment, type of work place, etc. 
A. Detel'Jiining Area Rates 
In the transition of job values to money values, the Wage Sur-
ve:r serves as a tool to find what the going wage for certain jobs ma.;r be. 
These surveys are defined as "studies of a given area to determine the 
prevailing wage or salary rates that are being paid for comparable work 
and to determine the prevailing wage policies and practices that directly 
and indirectly affect the total wages and salaries of emplo;rees in that 
* area"• There is much written about elements of wage surve;rs and about 
* 1, P. 105 
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how to accOlllpliSh them, but in the author's opinion, a simple descrip-
tion of the basic elements would serve to show the primary process of 
collecting and utilizing the data. 
The first question that arises is, "What do we want from the 
Wage Survey?". In general, there are four types of information desired, 
these are (1) hiring rates, (2) balle rates, (3) average earned rates~ 
and (4) additions to income. These four items are broken down by the 
jobs used in taking the survey. An important fact at this point is the 
determination of policies of other firms on the payment of overtime. 
According to law, workers mq be paid for time over 40 hours per week .2!: 
paid for work in excess of eight hours per day. Shi..f1; differentials 
IIIUSt also be included. In the additions to the income section, full de-
tails 11111st be obtained of ps;yments such all group, life and hospital in-
surance, pension plans, vacations, etc. FUrther descriptions of these 
additions will be found in Chapter VI. 
The next question thet arises 1s ~ho 1s to conduct the Sur-
vet?". This mq be answered quits eallily in a large bank where lllall1' 
qualified personnel are available. These qualifications may be persons 
who are fuiliar with the content of the jobs to be surveyed, persons 
familiar with principals of wage administration, etc. In the small bank, 
the person who is directly concerned with the administration of wages 
should take this function. 
"What jobs shall be included in the survey?". At this point, 
careful choice 11111st be made. Normally, those jobs which are chosen all 
key jobs in the evaluation process will be the ones to be used. The ease 
and accuracy of the information gathered msy well be determined by the 
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choice of jobs used in the survey. A :few simple rules are: (1) select 
jobs that are likely to exist in the area and firmll being surveyed, (2) 
the jobs selected should represent the range of jobs evaluated, (3) se-
lect jobs that are characterized by stabilit," of content, {4) select jobs 
that are filled by a large nwnber of employees and (5) select jobs that 
* are not subject to rapid :fluctuations caused by abnormal supply or demand. 
Examples ma;y be, Machine Bookkeeper, Stenographer, Settlement Clerks, 
Tellers {classified by type), etc. See Appendix 3 :for examples. 
The nwnber of jobs selected should not be over twenty fin and 
these should be picked carefully as described in the preceding paragraph. 
Note that complete information concerning a :few is of much 1110re value 
than i'lilis;r data concerning llllm1'• 
With the preceding accomplished, it is necessary to develop a 
:form with which to collect the desired data. A listing of the facts 
which are to be looked for will provide an outline for the :form to be 
used. These :facts usually are: 
1. Mininn1m hiring rate {by job) 
2. Base rate {by job) 
3. Average hours worked 
4. Overtime payments 
5. Sex differentials 
6. Occupational qualifications (age, health, etc.) 
7. Use of rate ranges 
8. Method of wage increases 
* 3, P. 134, 135 
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9. Shift differentials 
10. Rest period polio;r 
ll. Paid holida;rs 
12. Employee benefits 
l3o Sick leave 
14. Vacation policy 
15. Severance pq 
16. Probationary period 
.An example of a form useful for collecting this data is Fig-
With the material at hand to conduct the surve;r and the per-
sonnel chosen to accomplish it, the firms to be surveyed are then chosen. 
In conducting surve;rs concerned with bank jobs, banks alone cannot be 
considered when determining the area rates for particular jobs. Many 
other types of businesses have comparable jobs • for example, a Machine 
Bookkeeper mq- be found in a department store, an insuruce company, a 
broker' s office • etc. Likewise, a Stenographer ma.;r be found in most all 
types of businesses where clerical help is necessar;r. The number of 
firms to choose will var;r, but llllSt provide an accurate picture of the 
area from which the bank personnel originate. The greater the area, tbe 
greater will be the llUIIIber of firlls necessar;r • provided that is a con-
gested area. The sparser the population of business, the less will be 
the need for a great nllllber of firmS to be included in the surve;r. It 
zst be re-emphasized that the area to be surve;red includes the area froa 
which the bank personnel originate. 
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FIGURE 9 
WAGE AND SALARY SURVEY 
General Information at Policies and Practices Affecting Income 
Nue of Comp&DJ ----------------------
Code No. Nature of Business 
---------- --------------------
Data by1 ----------- Date 
1. Pay Rates by Job 
Hiri5 Rate Base Rate Rate Ra!ge Average Rate 
A. (Job l) 
B. (Job 2) 
c. (Job 3) 
etc. 
2. What is your average hourly worlareek:? -------------
3. Jlethod of P~ent of Overtime? 
A. Week:l;r in excess of 40 hours Yes No __ _ 
B. Daily in ucess of 8 hours Yea No __ _ 
c. Other 
4. Are there ~ sex differential• for wage payment? Describe. 
5. What is your method of wage increases? .llerit ___ Service __ _ 
Both--:--------
6. Do you pay premium wages for shift differentials? Yes_ No_ 
If yes, how is this premium computed?-------------
7. Are rest periods gra:ated? Yea No--~ 
Are these rest periods paid for? Yea No __ _ 
~t of time allowed for rest periods 
a. How maey holidays do you give with pay? ------------
Do you have special qualifications to receive holiday pay? 
Describe ----------------------~------------
It employees work: oa holidays what are they paid? ---------
10. Please describe your vacation policy as to number of days granted, 
eligabili ty requirGJRenta, rate of pay, time of leave, and varia-
t1ol18 between jobs and/or departments. 
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11. Is there a plan for payment of employee benefits excluding 
Sooial Seourity and Worklllens Compensation? Yes No 
Death 
------
Aooident ------
Siokneu -------
Hospitalizatioa __ _ 
Pension ----------
Other 
-------
Contribution in % and by whom 
Please list eligability requirements---------------
12. Is sick leave grented? Yea No __ 
Please describe restrictioaa 
----------------------
13. Do you grmt severanoe p&¥? Yea No __ _ 
Please describe eligability, ballis of computation etc.----
14. Please list any other pay or benefits which an employee receives 
both as direct cash and in fri~~ge items. 
-------------
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In the actual gathering of information, a number of methods ma.y 
be used. First, the smaller bank u.y simply telephone a larger bank and 
ask for the information desired. Personal contacts with these larger 
fi.rllls often provide the information at a minimum of time and expense. 
The larger organization may use their job analyst or wage administrator 
who DDlSt visit the other fi.rllls. An important point is for the analyst, 
when sent to another organization, to go to a person of adequate standing 
who is authorized to grant the desired information. It is obvious that 
in going to a person of negligible authority, the collected information 
ma.y be merely hearsay. 
The Federal Reserve Banks provide information to their members 
with respect tc wages for particular jobs within their areas. This data 
has proved to be valuable and informative. Care IIDlSt be used when read-
ing this date because the time period ma.y not reflect present wage in-
creases or decreases. Likewise, the data is somewhat restricted in scope. 
A further advantage of this survey, however, is that it also contains 
brief descriptions of the jobs investigated. 
A final important source of wage data is that supplied by the 
u. s. Department of Labor, Bureau of Labor Statistics. This organization 
conducts surveys throughout the country and periodically publishes the 
data obtained. Again, caution 11111st be e:xercised when using this data be-
cause quite often the time period does not contain current amounts. How-
ever, thi& data is quite valuable in use as a guide for detel"llining dif-
ferentials. The brief descriptions of the jobs contained in the surve;r 
add tc their validit;r. Further data pertaining tc fringe benefits are 
available and will be noted in a later chapter. 
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When all data has been gathered, it is well to compare it with 
the present rates used by the bank. Another wage line drawn on the pres-
ent chart will give an indication of existing relationships. Any radical 
difference Dlllst be closely checked and investigated. If the majority of 
the present curve lies below the area curve it mey be assumed that pay-
ment is below that of the area. If there is any radical difference to 
the shape of the curve, that is, if the company curve is a curved line 
and the area curve approximates a straight line this DlllSt be ana.lyzed. 
The analysis mey show that lower paid jobs in the firm are higher paid 
than that of the coiiiiiiUility while the higher level jobs are paid below that 
of the coiiiiiiUility. This may well indicate the inequities that exist be-
tween higher and lower level employees. It may well be the reason for the 
higher level personnel having a high turnover. 
Figuree ll graphically shows the comparison of the company and 
collllll1lllity wage lines. This chart is a preliminary necessity to the set-
ting of wage rates within the organization. 
B. Establishing Wages 
With the completion of a scale of relative job values and the 
comparison to the prevailing area rates, then it is necessary to estab-
lish and/or revise the wages paid in the organization concerned. Besi~s 
the factors of relativity among jobs, there are other facts which will 
affect the final choice as to what wages will be established. David W. 
* Belcher lists these factors as: 
* 4, P. 8.3 - 87 
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FIGURE 11 
• 
CO.I4PANY AND COio!MUNITY WAGES 
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1. Comparable wages 
2. Cost of living 
3. Ability to pay 
4. Productivity 
'· 
Effects of the union 
6. Labor supplies 
7. Purchasing power 
The first factor above has been determined in the area surve;r 
as described in the previous section. This factor normally takes into 
consideration the other above factors when dealing with workers as a 
whole. However, instances will arise where the price paid for a certain 
job in other places in the community 11111st be disregarded; when a job in 
the firm demands a higher degree of monetary responsibility or some 
equally important factor. 
The second factor, Cost of living, is one that has been 11111ch 
abused and misinterpreted. Escalator adjustments are more often than not 
valid than true due to the fact that they are based upon the wrong sta-
tistics; changes in cost of living do not closely parallel changes in the 
supply and demand situation of any specific labor group. Likewise, these 
clauses do not take into consideration the effect of one particular com-
pany, but consider the econom;y as a whole. The number of disadvantages 
of using the Cost of Living so far outweigh the advantages and the author 
recommends their consideration from a temperate viewpoint. 
The third factor, Ability to Pay, has great effect upon the 
wages paid by a particular organization. In banld.ng, where wages are the 
most significant item of e:xpense, the level at which these wages are set 
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may well determine tbe profit or loss position. Any increase must be 
examined closely to determine if it can be absorbed by the company or if 
the effectll can be passed off to the customers in the form of increased 
service charges, interest rates, etc. Charges which absorb the effects 
of increased labor costs are more or less fixed in the collllDUility, there-
fore, management must look to the more effective utilization of personnel 
to compensate for general increases, otherwise, losses will result. An 
important criteria in determining ability to pay is whether to use pro-
tit figures before or after taxes. Quite often this leads to disagree-
ment and of necessity must be established prior to final negotiations. 
Another important factor in wage determination is the Produc-
tivity of the worker. When machinery is being installed to greatly fa-
cilitate the work produced by the individual, consideration must be given 
to this point. Definite policy must be established and yet it 1111st per-
mit fiexibility for those who deal with wage problems. In banking, pro-
ductivit," per individual or for specific types of work is difficult if 
not almost impossible to measure. Statistics are not available for any 
definite conclusions to be reached. However, valid consideration can be 
given to the factor of Producti'f'it,' priaarily in the judgment of the per-
sona determining the wage I!Cale. This judgment comes from experience and 
training in I!Pecific functions of banking. The only valid figures for 
determining productivity are those pertaining, by class, to the total 
business handled by the firm. 
As for the Effects of Unions, this would only indirectly affect 
banking because unionization of banks is rare. Union negotiations with 
firms not related to banking, but having similar types of work, will have 
an influence upon the wages of the COJJIIIUllity. This will eventually lead 
back to the bank and nol'lll8l.ly cause some increase. Over a long period 
of time, it will have an effect upon the supply of labor because people 
will seek employment in fields where wages are relatively high. 
The sixth factor of Labor Supply is important, especially dur-
ing the time this thesis is being written. An outstanding item is whether 
or not the bank is training a force sufficient to handle its higher eche-
lon needs. If not, the labor market mnst be sought for replacement work-
ers. Supply enters when tapping the labor market in finding the types 
of workers necessary to fill the vacancies. Many times it is necessary 
to pay a premium rate to obtain the worker who is qualified. For particu-
lar types of work, where demand far outweighs supply, rates out of propor-
tion to a wage scale are necessary. Although this is somewhat offset when 
dealing with area rates, the situation mq be such that there are a few 
jobs that still do not demand a high rate of pay. In the long run this 
will even out; however, in the short run it is a problem of lead and lag. 
Consideration must also be given to items other than pay which act as 
inducements to workers seeking jobs, name}J', fringe bsnefite. 
The final factor in consideration of wage establishment is the 
Purchasing Power of the 110ney paid. This factor is highl.J' questionable 
and its validity is in doubt because nol'lll8l.ly it is already considered in 
the area rates. Another reason is that Purchasing Power is the quantity 
of goods that can be bought with money distributed to all individuals in 
* the 111stem and the econom;y. This is in fact a consideration of the sys-
tem as a whole, not in part. 
* 4, P. llB, ll9 
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In SUIJIIIU"Y, it is recognizable that other factors in addition 
to Job Evaluation and Co1111111111ity Rates llll&t be considered when establishing 
a wage and sala.ry stru.cture. The decision is reached by those of experi-
ence and judgment by the higher echelon officers. The individual compiiJ!Y 
as a whole IDilSt be evaluated. If other factors of en;>loyment are not 
considered, then the firm mH3' be paying wages that are not practical from 
the point of view of workers who desire security, good working conditions, 
etc., and may give up part of the pay they could receive elsewhere for 
these factors. 
c. Setting Wage Scales and Ranges 
As a final step in the actual wage and salary structure, the 
factor of setting wage scales and ranges 1111st be considered. Wage scales 
in general have two characteristics: (1) a single or nat rate system, or 
(2) a rate range system consisting of minim1m and maximum rates wherein 
it is possible to pq different wages for the same job taking into account 
ability and performance of the individual on the job. Flat rate systeJILS 
discourage initiative and do not recognize differentials in ability or 
performance. Rate ranges, however, do take these factors into considera-
tion. 
There are three types of rate ranges, namely: (1) Overlap, (2) 
* End to End, and (3) Gap Rate. The "Overlap" provides a series of related 
ranges in which the maximum l.illlit of the lower range extends beyond the 
min:iJRum limit of the next higher range, thereby establishing an overlap. 
The 11End to End" provides a series of ranges in which the maximum limit 
* 1, P. 141 - 143 
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o! the lower range meets, but does not overlap the minimum limits of the 
next higher range. The "Gap Rate" provides a series of related ranges 
in which there is an unused area or gap between the maximum limit of the 
lower range and the minimum limit of the next higher range. Each of these 
methods has advantages and disadvantages; however, for the most equitable 
and usetul, the "Overlap" type has proved most satisfactory and is the 
one that will be stressed in this thesis. 
The wage curve as constructed and modified by the factors in 
the preceding sections ~ be taken and examples are given of the differ-
ent types of ranges that ~ be fitted to it in Figure 12. 
When available, area data for minipum and maximum rates should 
be considered as .factors in the establishment of rate range li.lllits, pro-
vided that such data are reliable and that they can be related to the 
company concepts o! wage limits. An analysis of the scatter of points as 
is seen in Figure ll would assist in examining the range of those area 
rates. 
In determining whether to use a .fixed money increase, constant 
percentage or V'llrying percentage, consideration must be given to the past 
practices, that which is thought to be the most equitable for the worker, 
and ;ret that which will keep in miDd the limits of e:xpense. Considera-
tion must also be given to the concept the company has .for recognizance 
of performance and service. Banks have customarily rewarded service by 
increased wages combined with performance. The author's recommendation 
is to use the fixed percentage increase as this will give those workers 
at the higher level a proportionate increase as compared with the lower 
level in recognizing their worth. 
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In an analysis of the company's scatter of wages paid and 
community wages paid, a percentage within which these wages fall as 
measured against the fitted wage curve may be derived. This will pro-
vide a ready indication of what the newly constructed ranges should be. 
For example, if the scatter of pointe above and below the $200.00 
monthly wage fall between $160.00 and $240.00, it is assumed that the 
spread is approximately 20%. This may be done up and down the fitted 
wage curve. An average may be taken of these percentages and a final 
figure derived. In the program with which the author has been associated 
this figure has fallen between the area of 30 - 40%. A wage scale was 
* constructed for visual analysis of the figures to be used. Analysis of 
the "Pilot" scale indicated that overlap ran approximate~ 23%. This was 
with an 8 1/3% increase between the salary grades. Figure 13 shows this 
"Pilot• wage scale. A breakdown of the ranges was determined in consid-
eration of Merit and Service increases. This subdivision will be dis-
cussed in the following chapter. 
After analysis of the "Pilot• scale, a final scale was con-
structed to show the rates to be paid for different classes of jobs and 
of the ranges. This table was put into use and utilized for full benefit 
of the program. Any changes to take place in this scale were determined 
to have as their basis, value changes for the jobs paid, Job Evaluation 
changes, and changes caused by other factors as discussed under wage 
criteria. 
* Averages that were taken were "Geometric Averages• as we are dealing 
with rates of change. 
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FIGURE 13 
"Pilot• Wage Scale 
Salary Grade 
xv. 173.00 182.50 192.00 201.50 211.00 221.50 230.00 
XIV. 187.00 197.33 207.66 217.99 228.22 238.55 249.00 
xrn. 202.00 213.17 224.00 235.00 246.00 257.00 269.00 
xn. 219.00 231.00 243.00 255.00 267.00 279.00 292.00 
XI. 237.00 250.00 263.00 277.00 290.00 303.00 316.00 
x. 256.00 270.00 284.00 298.00 312.00 326.00 341.00 
n. 277.00 292.30 307.60 322.90 338.20 354.50 369.00 
vnr. 300.00 316.50 333.20 350.80 367.40 384.00 400.60 
VII. 325.00 343.00 361.00 379.00 397.00 415.00 433.00 
VI. 352.00 371.50 391.00 420.50 430.00 449.50 469.00 
v. 381.00 402.00 423.00 444.00 465.00 486.00 507.00 
rv. 412.00 434.80 457.60 480.40 503.20 526.00 549.00 
III. 446.00 470.60 405.20 519.80 544.40 569.00 593.60 
n. 483.00 510.00 531.00 564.00 591.00 618.00 645.00 
I. 523.00 552.00 581.00 610.00 639.00 668.00 697.00 
Notea Average increase within grade 8 1/3%. Overall increase or individual 
salary range 33 1/3%. 
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D. Method of Papaent 
The method of payment of _bank workers has not changed over a 
muaber of years. Partly due to tradition and practicality, the method 
of pq is generally on a time basis either weekly or monthly. Incentive 
payment plans may be applied to certain particular phases of banking 
work, but their overall advantage is doubtful. The reason for this il 
the work produced is difficult to measure as to quantity. Who is to say 
that an auditor shall audit so many records in an hour? The practical 
viewpoint dictates that standards are extremely difficult to establish 
for clerical and banking work. 
Overtime generally is as established cr,y law, time and one half 
the base rate of a worker for all hours worked in excess of 40 in one 
week. Occasionally, some firms pq overtime for Saturday and holiday 
work. For this overtime computation, all wages must be reduced to an 
hourly basis. 
A partial recognizance of personnel status may be that certain 
personnel have their pq delivered to them while others have to pick it 
up at designated areas. 
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V. Wage and Salary- Assignment and Adjustment 
A new applicant walks into the personnel office; he desires a 
job which is open; he is accepted. What salary will he receive? How 
often can he e:xpect a raise? Will it be necessary- for him to argue or 
beg the superviSor for that raise? These factors are perhaps a few of 
the most pressing that are concerned with personnel administration and 
employee relations within any company. An employee wants to know what 
is to be in his pay envelope, because it means his "bread and butter". 
Wage and salary- administration must answer these questions, not in words, 
but in terms of dollars. 
A. Wage Assi!liiJ!!nt 
As has been previously stated, a wage scale has been con-
structed with reference to the jobs found within the organization. These 
jobs are .further subdivided into labor grades with rate ranges. How will 
new employees be assigned these rates? Policy must be established b,y 
which new personnel are assigned a starting rate and a salary- review pro-
cedure. This policy, o.f necessity a top management consideration, for 
obvious reasons cannot give a new employee a rate that is higher than a 
person already" on the same job, except under extraordinary- conditions. 
These may bea the new person has a wealth of e:xperience for the job; his 
education ~ greatly outweigh that o.f the person presently on the job; 
this job ~ be a training ground for higher level work, etc. Caution is 
necessary, however, in that exceptions must have strong reasons at their 
base. 
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For minor clerical jobs or those jobs which fall within labor 
grades one through three, for e:xample, the legal :minilllwn wage may be used 
as a starting point, Further up the scale, higher rates may be set forth. 
These rates, of necessity, must consider the person's background, and, 
therefore, require flexibility. Policy may be established whereby each 
year of military service is given os much of a dollar value. Needless to 
say, there is considerable negotiation that takes place when dealing with 
persons entering, especiall7 those who will fall in the higher salary 
level. Generally, it may come down to a "horae trade", whereby the per-
son doing the hiring strikes a bargain with the person to be hired, Eco-
nomic conditioilll naturall.7 give one or the other an edge in the bargain-
ing process. Uniform rates for classes as to starting, however, IIUSt 
conform as much as possible to maintain the efficiency of the program, 
B. Ollt of Line Payments 
With the construction of the wage and salary scale, all per-
sons within the organization should be compared as to their rate of pay 
and as to their labor grade. Rates that are over or under the range will 
be found and are commonl.7 called •Ollt of Line" payments. This indicates 
the employee is either being overpaid or underpaid for the job which he 
actual17 perforJIIS. Adjustments must be made to bring forth the equity 
that is contained in the evaluated structure, Underpaid employees should 
have their wages increased to the minim1m of his pay grade, or higher it 
the particular person has been performing proficiently and has any length 
of service, If there is a large spread in the rates, increases should be 
slow and will be carried out over a period of time, If the difference is 
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slight, one incresse may remedy the situation. If an employee is inef-
ficient and not performing his job satisfactorily, and at the same time 
is receiving an underpaid rate for the job, then common sense dictates 
that his wages will not be brought up to the minimwn for that particular 
job. Transfer to a lower classified job or discharge may be tbe most 
practical answer. 
The greatest adjustment problem arises with those workers who 
are being over paid for the jobs they perform. This mq quite often be 
the case, in banking, where a few employees have been with the organi-
zation a number of years and still perform the same work. It is agreed 
that a reduction in pay often causes trouble and may reduce the entire 
wage program to worthlessness. other solutions therefore must be sought. 
These solutions area 
1. Transfer or promote the employee to a job which calls for 
the rate which he is receiving. 
2. Increase the duties and responsibilities of the job so as 
to enable him to carry a higher rate • 
.3. Leave the rate where it is, but do not attempt to give the 
employee the full benefit of general increases until that 
rate is in line with the evaluation structure. 
Caution is necessary is applying the above solutions so as not 
to offend nor create fear in the workers. Whoever the worker is, he must 
be told of the situation, and have the elements of his out of line rate 
explained to him. Every chance of advancement must be given to this 
worker so as to have him earn his rate justifiablY as compared to the 
other employees. 
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c. Performance Changes 
Not all persons perform their work with equal proficiency. 
The quantity, quality, and other factors of work as well as factors in-
herent to the person need evaluation. This process is referred to as 
Merit Rating, however, I, personall:y", prefer to use the term Performance 
Rating, because wage adjustments must reflect the person's performance 
on a particular job or jobs. The future holds too many intangibles,; 
therefore, past performance is the determining factor in raising or 
changing a person's wages. Strict Merit Rating brings into account many 
intangibles involving mch human judgment and error. The factors where-
by a person is to be rated must be as tangible and exact as possible to 
insure fairness when dealing with many workers. For pay purposes, we are 
interested in how a person is performing his job and contributing to the 
success of his bank. We are not concerned with his personal characteris-
tics excepting that way in which they affect his proficiency on the job. 
Any personal feelings on the part of the supervisors, or other superiors 
must be eliminated for unbiased true results. Where favoritism exists, 
then disgruntled and ineffective employees are common. 
A few rules of rating are necessary because they serve to in-
struct the rater on the use of impartial and fair answers. These are: 
1. Record those items which are understandable and precise, 
not general terms which are applicable to all in the 
department. 
20 It is expected that the rater will give this rating as 
much attention and care as he would e:xpect one would do 
who is rating him. 
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3. Make the rating independently, without consulting others 
who may be rating the same person. If the rater cannot give 
a fair rating, then state that fact with the reasons. 
As to factors by which a person is rated, Mr. Thaddeus C, Cox, 
* Vice President of the Union Trust Comp~ of Wuhington, lists these as: 
1. Amount of work produced: this includes volume of work com-
pleted through performance on the job; speed with which 
assignments are fulfilled, This factor is the largest sin-
gle element for which members are being paid. 
2. Quality of work: includes accuracy of work; proper atten-
tion to all details of assignment; neatness. Where customer 
or public contact is involved, this factor includes "meas-
uring up" to a standard of service. 
3. Ability to work without supervision: includes performance 
of the work assignment with minimum checking, working con-
tinuously without follow-up or discipline. 
4. Willingness to work with and for others: includes coopera-
tion; teiiii.Work; ability and desire to work harmoniously with 
subordinates, associates, and supervisors, and to help others 
when occasions require it, such as assistance beyond regular 
assignments in other departments. 
The above items make it obvious that a form is necessary whereb;y 
workers are to be rated; a form that is adaptable for persons throughout 
* 91 P, 14 - 19 
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EMPWYEE RATING REPORT 
Name----------------- Department ----------
Date ------------- Employee No. --------
Job Title----------- Salary Grade--------
Period of Report a Froa --------
To _____________ _ 
Nwaber of Absences duri:D& this period --------------
Above 
Factor to be Rated A..-erage 
1. Performanoea consider 
net produatiYity- how speed High 
is mab.tained over full Output 
period of time. Ability to 
organize working day. 
-------·-
2. Acouracya consider the Highest 
ability to produce -work possible free froa error; also the quality 
ability to detect error, 
j--·---· 
3, Knowledge of Job: Exceptional 
consider how completely the mastery of 
worker is in posession of all phaSOI 
information about all types of -work 
of work he will perf'ol'lll on 
this assignment, 
4, Dependability• reliabil- Exceptional 
i ty in the execution of 
I a.ssignod tasks; can follow instructions; whether 
-worker can do good work 
without supervision. 
6, Industrya consider atten· Very 
tiTaness. application to diligent 
duties. thoroughness. 
decree to -which employees 
concentrate on work I I 
6, Work Attiwdea hew r ED.thusill.ll tic 
interested employee is ! often u.kes 
ill thil work. When odd suggestions 
situations arise or acre 
than usual effort r~uired 
does om~loyee respo with 
enthus ••• 
A..-erage 
---·- ... - --·----- ----
Good 
Output 
Fair I Poor 
. 
------ ~- ------
Slow-resul 
··t--·---
ts Hopelessly 
slow only fair 
I 
c~••;m~,; ~~;;";.;,, 
good time for 
f"'~ 
i 
----~-----
Practically 
worthless 
work 
. excesaiye 
---- ----~--
' i 
·+----Adequate 
knowledge of 
this job 
I 
I 
---
Work well 
dono and 
dependaba 
Industrious 
Interested 
Requires 
direction 
-----------
Below 
standard 
I 
i 
I 
1 Little 
' l'iowledge 
Irregular-
variable 
·-
--:·----
Inattenti 
at times 
Routine 
ve i Unsatisfactory 
I 
i 
I 
worker. do 
J Indifferent 
isl only what 
required 
I 
FIGURE 14 Continued 
List Reasons for the aboye rating of this particular employee. 
Overall appraisal of employee's performance• 
--------------------
Describe any training to assist this individual---------
Roark.ao 
Progress review discussed wit;. employee on------------
Signature of Rater ------------
Endorsed by---------------
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the organization. Different banks look for varied factors whereby a per-
son is to be judged. For a particular firm, consideration must be given 
to all factors and a decision 1111st be made as to which are determinant of 
a person's value in monetary terms. 
Figure 14 provides a format by which this rating ~ take place. 
Each item ~ be weighed as to importance by the persons having overall 
authority of the wage program. Quantity of work, for example, ~ be 
looked upon as 50% of the decision as to whether a person receives an in-
crease in wages. Quality~ be 25% while the other factors comprise the 
remaining 25%. This is normally done on a committee level by persons 
having broad experience in banking and aware of the importance of each fac-
tor. 
Another type of rating is the so-called "Check List•. A list 
is made of questions or words descriptive of the manner in which an em-
ployee might perform his job. The answers are brief, either yes or no, 
or a brief descriptive word. This type of rating method serves to be more 
specific and tangible and serves to offset the "Halo" effect that quite 
often arises in an overall impression of an employee. The greatest diffi-
culty arises in the fact that these check lists must be constructed by 
the organization which is to use them. Much time, effort and e:xpense is 
involved in their preparation. When these lists are being made up, it is 
well to go to the Job Descriptions and extract those duties which are the 
ones of prime importance. These ~ be transferred to a questionnaire 
form. A number of jobs may be combined on the same check list. Various 
weights are attached to each question. The rater does not need to know 
what these weights are, preferably not. This serves to decrease some of 
FIGURE 1,5' 
* Check List Rating 
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1. Makes simple calculations such as addition or subtraction 
with or without using a machine. 
2. Performs ordinary calculations requiring more than one step 
such as multiplication or division, without using a machine 
or requiring the use of more than one set or group of keys 
on a calculating machine. 
3. Performs numerous types of computations including relatively 
complicated calculations involving roots, powers, formulae, 
or other specific sequences of action with or without using 
a machine. 
4. Balances specific items, entries, or amounts periodically 
with or without using a machine. 
5. Keeps a running balance of specific iteiiiS, entries, or 
amounta, with or without using a machine. 
6. Copies desired data from one form or record into proper place 
on another form using typewriter or some type of office 
machine. 
7. Copies desired data from one form or record into the proper 
place on another form or record by longhand. 
B. Makes simple or routine entries in record books or on special 
or standard forms by longhand or by typewriter. 
9. Records on special forms or records all items or particular 
type or classification using a t,ypewriter or some type of 
office machine. 
10. Composes routine correspondence or memoranda following 
standard operating procedure. 
11. Selects and/or gathers specific data, information or 
desired items, according to standard operating procedures 
or upon request. 
12. Consults or studies specific books, manuals, catalogs, or 
other sources in ordsr to obtain desired information. 
* 4, PP• 229-231 
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the personal bias that enters into rating. An example of this type list 
is as in Figure 15. 
Other methods of rating available for rating an employee are 
"Rating Scales" which is comparison of an employee to a standard. "Em-
ployee Comparison Systems" compares the relative performance of employees 
in a group. Each of these methods is effective, however, consideration 
of the fact that personal bias DIUSt be recognized. 
D. Pro!IKltion and Service Changes 
Frequently, situations arise where an employee is promoted to 
a job of more importance than the one he is presently filling. Of neces-
sity, this calls for a rate adjustment. The new job to which an employee 
is pro1110ted generally will be accompanied by a change from a lower to a 
higher pay grade. Policy DIUSt be established whereby an increase is to 
be granted. A restriction or probationary period may be involved. The 
amount of increase must be on a standard basis as far as possible. In 
the event that an employee is promoted from a job where he is receiving 
a rate above the maximum for that job, then a nominal increase may be 
granted upon his promotion. Reference to the wage scale lllllSt be made, 
and general rules established for the promoting of persons to a higher pay 
grade, then his rate may be the next lower subdivision of the higher grade. 
Banking has taken the general policy of rewarding length of ser-
vice With periodic increases. A certain percentage of base pay may be 
granted for these increases. Service awards are most often combined with 
performance increases. In some cases, it is found that employees receive 
service increases until they reach the midpoint of their pay range and, 
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from there on, increases are on a performance basis, The thought behind 
this is that all employees are expected to reach average proficiency and 
to go above that requires above-average performance, therefore, perform-
ance rating is used to determine this increased proficiena,r. 
Service adjustments are important to banking because: (l) em-
ployees become more acquantied with other bankers providing contacts that 
prove of monetary value when looked at from the long range viewpoint, (2) 
through training and experience, proficiency is instilled into the person 
on the job, This provides part of the reason why banks have gotten the 
reputation of paying low wages. The period of time to train a person to 
properly perform a given job mey take a nUIIlber of years, Once the person 
is fully proficient at that job, his rate of pay, no doubt, compares favor-
ably with others in the local labor market, 
E. Wage and Salar;y Review 
Sound and successful employee relations must consider the factor 
of proper review of wages that are paid, Workers expect that periodically 
their wage status will be reviewed and adjustments will be mede to reflect 
both service and performance on the job, The plan with which the author 
has had contact and which was successful, is as follows: 
l, All employees' wages are reviewed after the first three 
months, nine months, and twelve months of employment, There-
after, each year on the anniversary date of employment the 
workers' wages are reviewed, 
2, A supervisor is expected at any time to recommend a wage 
increase if the employee is performing his job in an out-
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standing manner. 
3. The salary review will include conference vi th the super-
visor, department head, and officer in charge. Performance 
ratings will be all important. 
4. All employees will be notified immediately of any change 
that occurs in their wages and the reasons in the change. 
Confidential interviews will take place to explain the data 
which did or did not cause an increase. Further counsel 
will be provided to assist the employee to improve his ef-
fectiveness. 
5. If upon the due date of review, the employee wishes to give 
any data in his favor, his supervisor and personnel officer 
will provide counsel. This data will be carefully reviewed 
when consideration is given for the increase. 
The above steps have over the past years constituted a success-
ful program of wage review • Employees have been quite satisfied and have 
expressed 11111ch favor for the program. As may well be seen, it provides 
fairness both to the worker and the company. Close check is maintained 
to prevent any gross changes in one department and only minor changes in 
another. There is no personal favor or bias given to particular individ-
uals. If two persons or more are deserving equal benefits !or equal work, 
then equal benefits are given. 
The review program is explained to every new employee to the 
organization. There is no hedging because of qualifications or restric-
tions. The new workers are given their standing upon acceptance of the 
job, not after a period of time when refusals may cause frictions. 
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F. Legislation Causing Wage Adjustments 
Periodically, amendments to present laws and the passing of new 
laws, places a floor on wages paid. The Fair Labor Standards Act, as 
amended in 1955, provides that after March 1, 1956, the minimum wage will 
be $1.00 per hour. Various state laws also carry this or a similar mini-
mum. When such legislation arises, adjustments are necessary to the wage 
structure of the organization with a pattern of wage and salary payments. 
A number of solutions are available which may best be seen by a series 
of graphs. These solutions may bel 
l. 
..___ ____________ -- - --
Equal increase of fixed amount to all employees 
--· 
--
,__ __________________ _ 
Equal percentage increase to all employees 
Cut part of the rate range at the lower levels 
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4. 
Reconstruct the Wage Curve 
5. Reduce the work week. I!' the present work week is !'orty 
(40) hours, then by a reduction to thirty six (.36) hours, this would o!'f-
set almost half of the increased cost from the new minimum. However, 
care is necessary because overtime may jump to an all-time high. 
Each of the above methods has its advantages and its disadvan-
tages. Each lllllSt be considered, however, in the light of (1) how lllllCh 
will it cost the company, (2) the relative difficulty of jobs in the Job 
Evaluation structure being maintained or approximated, (3) the rate ranges 
being maintained or approximated to give reward for increased performance 
and service. 
Whichever method is chosen, the individual company lllllSt be con-
sidered. The factors in the above paragraph lllllSt be carefully weighed 
by top level management. Decision IIIUSt be reached a minimum of three 
months before the change is to take place so that the necessary data may 
be processed. 
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VI. Application of Fringe Benefits 
What a person receives in his pay envelope is far from the 
amount paid for the work he perfol'JIIIJ for the bank. Payments both di-
rectly in money and indirectly in benefits are additional items to the 
expense of maintaining a work force. "Fringe" benefits are what these 
payments are called, and, in general, mean the payments for work not 
performed. Many call this problem of Fringe the "Hidden Payroll"• Dur-
ing recent years, more and more is heard of these Fringe items partly 
because of their importance in collective Bargaining and with the pass-
ing of certain legislation. Also, with a tight labor market, competition 
for workers involves more than dealing with actual amounts of pay, but 
such things as Accident and Health, and life insurance benefits enter in-
to the negotiations. 
As a definition of Fringe Benefits, Belcher uses the following: 
"Any wage cost not directly connected with employee productive effort, 
performance, service or sacrifice. They include (1) extra payment for 
time worked, (2) payments for ti.JIIe not worked, (3) payments for employee 
* security, and (4) payments for employee services"• There are many defi-
nitions used and they indicate that there is much disparity when companies 
refer to Fringe items. 
A. T;ypes and Classification 
Most of the types of Fringe paymente are self explanatory in 
their title. In examining them further, we may add the following for 
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explanation: 
1. Payments for Time Worked: these are applicable where addi-
tional payment is made for work in excess of normally sched-
uled work periods. 
2. Payments for Time not Worked: these are applicable where 
payment is made for time not worked, generally falling with-
in the normal work periods. 
3. Payments for Eq>loyee Security: these are applicable where 
employees' security is increased by means of agreements or 
guarantees lilli ted to certain specific situations, such as 
miniun1m annual working period or wage, or as to permanency 
of job and/or wage or salary status. 
4. Payments for Employee Services: these are applicable where 
payments for the health and comfort and recreation are pro-
vided. 
There have been a number of lists assembled of' these fringe 
items; the general pattern resembles those listed below. 
Selected Fringe Items 
Payments for time worked: 
Holiday premiums Overtille premiums Shift Premiums 
Non-productive Awards or Bonuses: 
Anniversary awards Marriage bonus Year-end bonus 
Payments for time not worked: 
Call in pay Holidays paid for but not worked 
Jury duty time Medical time Military induction bonus 
National Guard dut.y Paid sick leave Rest periods 
Severance pa,- Vacation p~ Witness time Supper money 
Payments for Employee Securityt 
Accident, Health, Life Insurance contributions 
Unemployment compensation Workmen's compensation 
Employee loans Home financing Pensions 
Savings bond administration 
Payments for Employee Servicest 
Annual reports Cafeteria Education assistance 
Employee counseling Employee parties 
Financial advice Nursing facilities Locker rooms 
Rest rooms Wedding gifts Work clothes 
The above list indicates the many items provided to employees, 
and they are actual:ly benefits considered to be additions to the p~. 
Banks have been traditional:ly considered as fine places to work, because 
of the many Fringe benefits provided. While many persons may consider 
the actual pq received by a person in banking to be low, consideration 
is not often given to those "extras" received. 
B. What Benefits .Are to be Given? 
When concerned with wage administration, the decision must be 
considered as to what Fringe benefits are to be given. Top officers 
DIUSt settle this question and establish specific practices. The admini-
stration of the actual benefits is generally carried on by those in the 
personnel department. First, the current practices in the labor market 
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about us, with respect to Fringe benefits, DlllSt be studied. 
Area surveys as described in Chapter VI DlllSt be considered, 
Usually, when the survey is taken as to what the going wages are in the 
community, the survey of Fringe benefits will.be an integral part of 
that survey. Specific questions for comparative reasons will be asked. 
Again, government publications may be used. Extensive work has been 
done by the Department of Labor to more or less standardize the Fringe 
payment practices of business, Prevailing practices taken from govern-
ment surveys may be seen in Figure 16, 
There is D!llch in the legislation that requires certain itelll8 
granted to be considered as Fringe benefits, Firat, the Fair Labor 
Standards Act determines the overtilll8 practices to be observed. State 
laws require the p~ts to Workman's Compensation Funds, The Social 
Security Act requires Old Age and Survivor's Insurance as well as unem-
ployment payments. These legal obligations run up in the vicinity of 
5% of the payroll. 
Of importance to the employer is the cost of the Fringe items. 
Generally, they run in the vicinity of 22% of the payroll and in some 
cases as high as 45%. The one element of cost, with respect to the selec-
tion of benefits may prohibit certain high cost items. While serving 
free coffee may be considered as inexpensive by the employees, a close 
analysis of the total cost may reveal the cost to be in the thousands. 
Of noteworthy importance is the fact that once Fringe items are installed, 
their reduction or elimination is near impossible, Also, care DlllBt be 
taken that items like coffee breaks are not cause to disrupt the entire 
now of operations in particular departments; such breaks may mean a loss 
(a) 
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of 40 to 6o .minutes of actual work. 
Bank officers must decide upon those items they will grant as 
Fringe benefits. Consideration must be given to practices of other firmB 
in the community; benefits which the company can effectively administer, 
and those that can be absorbed in the annual budget. 
c. Acquainting Employees with Practices 
One of the chief aims of Fringe benefits is to add to the em-
ployees' productivity. Good employee relations reveal that the employee 
must know what is going on in relation to him. Numerous practices IIIIIT 
result in a waste of time and paper it the employee does not activel)-
participate in them. A direct problem of ad.ministrators of any program 
is to make known the information to those concerned. This information may 
be coiiiiiiU.Dicated by the use of company booklets, bulletin board notices, or 
orally by supervisors and staff specialists. More and more, the use of 
company booklets is coming into use. Not only are wage and Fringe factors 
considered, but detailed information on the bank, standards of conduct, 
bank policies, and other items are considered. 
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VII. Classifications of Occupations and Wages 
Completion of a wage structure, its pricing and methods of 
rating and determination of scales; all through this process records 
must be kept. Work sheets for Job Descriptions, Job Evaluation Charts 
and Performance Rating sheets may be placed in files pertaining to their 
individual sections and copies in employee files. Other records are 
necessary, however, so that careful analysis may be made of the Wage Ad-
ministration Plan. Salary data concerning each and every person, by de-
partment, by job, by length of service; these are but a few of the points 
looked for. A request from a bank officer may be for the average earn-
ings of employees, by job and by depart.JIIent. Such information must be 
obtained quickly and as accurately as possible. Systems of records, for 
reasons that are obvious, are necessary to insure success of any wage 
program, no matter how large or small the organization. 
A starting point in determining the records to be kept is to 
find what information is expected from bank officials and what it is to 
be used for. Close study of what the information is to be used for is 
necessary so that the information is both adequate and accurate. It would 
be impractical to present salary figures to a bank director, in alphabeti-
cal order if the information to be used is to analyze departmental salary 
costs. Rather the figures would be presented in order by departments. 
Listed below are a few of the items of information that will be 
* looked for by top level personnel pertaining to Wage Administration. 
* 26 
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1. The type of jobs in each department and the average rates 
of pay for those jobs. 
2. The number of employees on each type of job and the average 
salary cost to the company of such a person on that particu.-
lar type job. 
3. The average length of service of employees by job, by depart-
ment, by wages received, by performance rating, by pay grade, 
etc. 
4. The total. costs of each type of employee, by job, and depart-
ment throughout the organization. 
These are but a few of the questions asked. From the employees, 
the questions of future pay raises, transfer of jobs, transfer of depart-
ment to a similar job; these are but a few of the items asked the Wage 
Administrator. 
The American Banking Association in their "Salary Plan for the 
SmaJ.ler Bank" published in 19$0, uses the forms as shown in charte Form 
l6a and l6b. Form l6a gives a detailed breakdown of an individual's saJ.-
ary data through his stay at the individual. bank. Form l6b is a consoli-
dation of the data of all employees. It can be readily seen that questions 
such as stated in the previous paragraphs may- be answered readily and ac-
curately. Modifications of these forms may be easily made to fulfill the 
needs of the particu.lar organization. 
A. Coding 
For the larger type bank, Forms such as in figures l6a and 16b 
INDIVIDUAL SALARY DATA FORM 
Employee'• Name--------------------
INFORMATION 
DATES OF CHANGES 
STANDARD JOB TITLE 
(From Form 3) 
JOB GRADE 
(From Form 3) 
SALARY RANGE FOR JOB GRADE 
(From Table B) 
PRESENT SALARY 
(From Form 3) 
WITHIN, OVER, OR UNDER SALARY 
RANGE (Amount over or under) 
DATE OF LAST SALARY ADJUSTMENT 
PERFORMANCE RATING 
(From Form 4) 
LENGTH OF SERVICE WITH BANK 
LENGTH OF SERVICE ON JOB 
REMARKS 
FORM 5 
Oat•-------------------------------
"' CJ1 
• 

( 
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may be used, but other methods are available which may greatly facilitate 
the process. This is the mthod of coding and use of automatic machinery. 
Below is a Punch Card with subdivisions of data that may be applied to the 
card. Simply by converting word data to numerical data, the information 
may be recorded. An example may be of numbering the various jobs, depart-
ments, employees, pay grades, etc. Such data may be sorted in a number 
of ways to secure the desired results. It rust be re-emphasized that defi-
nite information that is wanted must be set down before the construction 
of the particular type of punching that is to be done. As to be used by' 
the •uthor, the data as given supply most of the needs and data that will 
be .called for • 
I 
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Columns 1 through 5 
tt 
n 
n 
6 
10 
16 
tt 
n 
n 
9 
15 
17 
Employee numbers 
Department number 
Job number 
Pay grade number 
Columns 18 through 23 
It 24 " 29 
n 30 n 35 
n 
n 
It 
n 
" 
n 
36 
42 
44 
54 
59 
64 
" 
" 
" 
" 
n 
n 
41 
43 
53 
58 
63 
68 
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Date o£ employment 
Date o£ commencement o£ present job 
Present salary 
Date of last salary adjustment 
Performance rating code number 
Performance rank a,y item on rating 
Mini:mm salary for grade 
MaJd wm salary for grade 
.Amount present salary is above mini-
IDilDI for grade 
Such a system of recording data msy provide numerous amounts of 
data which are quits valuable. Such items msy be: 
1. The number of employees in each department ey type of job. 
2. Above by length of service. 
3. Above by pa;r grade. 
4. The salary e:xpense o£ each department, of each job, and of 
employees ey length of service. 
5. The employees who are due for salary adjustments and review 
if a specified schedule is followed, such as a salary review 
on the anniversary of employment. 
6. The total amounts employees are over their llinimum of their 
salary range and the variance which occurs over specified 
periods of time (useful in determining causes for any appre-
ciable increases in expense by job or department). 
7 • The average length of service of employees in specific types 
of jobs and departments. 
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8. Data as to employees who may fulfill different jobs through-
out the organization, together with salary requirements due 
to present rate which will act as a minimum wage. 
9. Indications of those employees who consistently perform at 
an excellence and the particular type of job which they are 
filling. 
Business machines may be used quite extensively in preparation 
of that information which is required. In separating the types of inform-
ation that is coded to the punched cards, Sorters will quickly provide 
stacks of cards with that infom.ation which is sought. Other machines 
journalize and reproduce data as required. As may have been implied here 
however, placing data to Punched cards and obtaining results is not a 
simple process. Personnel that are trained in the use and wiring of these 
machines must be consulted to determine the success of seeking certaiD 
facts from the machines. Few people realize that a machine will only do 
what you tell it to do; it is no robot. 
In using a Wage Administration plan such as described in this 
thesis, it must be re-emphasized that the information to be recorded de-
pends principally on what is desired to control Wages and Salaries as de-
scribed in the following chapter and information that is desired by bank 
officials. Not all fim.s are the same nor do the officers desire the same 
information. The company DBlSt be studied as an individual. 
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VIII. Wage and Salary Control 
As stated in the beginning or this thesis, control or wages and 
salaries is one or the most important problems racing modem banking. The 
word control is both a noun and a verb and each usage requires careful de-
finition and consistency in use. In general, it may be said that Control 
is making sure that actual results conform to desired results. It is a 
process taking three factors into account: (l) setting standards or satis-
factory performance, {2) comparing actual results to such standards, and 
{3) taking corrective action where results do not meet standards. 
Most persons think or control as corrective action, but such ac-
tion cannot take place without information to help set standards and with-
out checking results against standards. Control, the verb, refers to acts 
involved in carrying out the process, whereas control, the noun, is achieved 
as a result of the process. 
The size of the organization obviously determines the extent or 
control measures used. Together with this, the control used quite often il 
intertwined with other management considerations. The following paragraphs 
while concerned with specific methods for control of wages and salaries, 
are not necessarily for wage control alone and must be looked upon as such. 
A. Control of Total Payroll 
The budget is one of the basic mechanisms for control of wages. 
Department and division heads are requested to forecast wages and salaries 
for the budgeted period. Adjustments are made to these department esti-
mates and a final budget is then prepared. This budget is not restricted 
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to the organization as a whole, but separate ones are made up for each 
department. Firms may be found where flexible or variable budgets are 
prepared, where different budgets are made up for different levels of 
operation, i.e., different budgets for different amounts of sales, clear-
ings, etc. 
Under this technique, investigation and action is required when 
any item varies substantially, plus or minus, from the amount budgeted 
for that item. Action may also be necessary if there is too much con-
formity. Exactly toeing the mark may reveal distorted and false figures 
that are "plugged" to make wage e:xpenditures look good. 
Some banks prepare a separate payroll budget. This means that 
department heads and persons of responsibility must think ill terms of 
plans for a definite period as to number of employees and the wages to be 
paid. This type of budget assists in assigning responsibility for con-
trolling wages and salaries. It also provides standards to be used in 
other phases of wage and salary administration by breaking down payroll 
into labor grades and Fringe costs. 
Closely allied to the Total Payroll is the Manning Table of 
"Job Budget". Under such a system a standard complement of persons for 
the jobs in the organization is set forth. This is generally broken down 
by department or operating division, with the number for each job speci-
fied, and the labor grade for each worker. Control may be furthered by 
breaking this budget down to direct vs. supervisory workers, etc. This 
type budget leads indirectly to very tight control of the total payroll. 
Variations may be checked monthly, weekly or daily. See Figure 17. 
A less formal method of similar control is achieved by keeping 
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FIGURE 11 
ORGANIZATION AND MANNING REQUIREMENTS 
Commercial Bookkeeping 
Head Bookkeeper (l) -J 
, 
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a continuing record of employees for each department, Further records 
may be kept for the number of employees in each labor grade, Any ab-
normal variation from what has been set as a standard complement will 
initiate investigation and action. 
Included in control of total payroll is analysis of overtime 
costs, Continuing records of overtime by department, labor grade, and 
job gives management the opportunity to quickly recognize and correct ab-
normal developments, 
Records which permit analysis of the effect of labor turnover 
on total payroll permit further control. In most organizations, length 
of service is directly or indirectly related to wage and salary increases. 
Where this is true, declining turnover tends to increase total payroll 
and vice versa, because new employees are usually hired at lower rates. 
One method of controlling total payroll is to increase turnover on low 
skilled jobs by transfer and promotion. Many organizations prepare re-
ports on the number of employees at various positions within specific rate 
ranges. Another way is to prepare reports on the number and amount of 
rate changes by type, i,e,, performance, automatic, transfer, promotion, 
etc. 
An index may be developed between payroll and other deviations 
which may be watched for deviations from normal. The principle of "lead 
and lag" may be used for closer control, A ratio of payroll to total in-
come or payroll and expenses may be used, 
The preceding paragraphs SUIIIIll&rize methods employed in the con-
trol of total payroll. other controls discussed under other headings 
operate directly towards the same end, Job Evaluation, for example, serves 
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to control total payroll by setting standard rates for jobs. Also, the 
various techniques e~~ployed to control the granting of wage and salary 
increases operates to control total payroll. 
B. Control of Average Rates or Earnings 
In addition to the methods of controlling total payroll, various 
methods to control average wage rates or earnings are employed. An organi-
zation may prepare periodic reports which compare average wage and salary 
rates or average hourly, daily, weekly earnings by department, labor gradll, 
job, seniority groupe, etc. These reports may be weekly, monthly, or :iJI 
some cases daily. Both tabulations and charts are e~~ployed to indicate 
trends or out-of-line conditions which re~ire action. 
A frequency chart may be prepared showing the number of employees 
at each wage rate for each month. Comparison of these charts over a period 
of time will result in a recognition of the standard shape the distribution 
should take. Shifts in this distribution call for both investigation and 
action. See below • 
.. 
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Wage survey results, when employed as bench marks to determine 
whether the average wage or salary rate is too low or too high, become a 
control device, 
A note of the effect of labor turnover on average earnings is 
appropriate at this point, If turnover is approximately normal, and aver-
age wage rates are moving upward, it is possible that control of individual 
wage increases is breaking down, 
c. Control of the Wage and Salary Structure 
This type of control is generally achieved through the Job Evalu-
ation plan, As a control to wage and salary structures, certain require-
ments are necessary: (1) new jobs must bs evaluated, (2) changed jobs must 
bs re-evaluated, (3) employees must be classified according to the job they 
are actually performing. Various techniques are employed to accomplish 
this objective. 
Employee rosters may be compared with Job Budgets to insure that 
Job Evaluation is keeping abreast of job changes. Such comparisons permit 
those responsible for Job Evaluation to initiate an evaluation of new jobs 
should the supervisor fail to initiate a request. A comparison of job 
titles by departments with a list of standard job titles may point to other 
unreported changes. 
Other methods are: (1) a continuing audit by the wage and salary 
department, (2) receiving and processing supervisory and employee requests 
for job re-study, (3) limiting the life of Job Descriptions and Job Ratings 
to a definite period of time. 
Control of employee classification is probably the most important 
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and most difficult phase of wage and salary structures. For the Job Evalu-
ation program to work, employees 11111St be classified in the jobs which they 
are actually performing. Basic responsibility for such control rests with 
the supervisor, but often the wage and salary department will audit em-
ployee classifications at least annually to insure that no slip-ups occur. 
To facilitate this audit, a list ~ be prepared monthly of 
present employees by name, job title, labor grade and department. These 
lists are carefully checked against Job Budgets for unreported changes. 
Also, each supervisor ~ be sent a list of jobs in the department request-
ing the supervisor to fill in the names of the workers. This list is com-
pared to office records, i.e., a card for each employee filed by department 
and job. Variations between the records and the supervisor's list call for 
immediate investigation. 
D. Control of Individual Pay Bates 
Individual pay rates have demanded more attention in matters of 
control than any other phase of wage and salary control. It is obvious 
that many believe this to be the most effective means for controlling 
total payroll. This assumption is dangerous, i.e., to assume that control 
of individual rates serves to control wages and salaries. 
Control of individual pay rates consists of: (1) insuring that 
the rates of new, transferred, promoted and demoted employees are in ac-
cordance with the bank policy, and (2) controlling wage and salary in-
creases within applicable ranges. 
The first point requires that the rates of all new, transferred, 
promoted and demoted employees be compared with rate schedules before they 
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become effective. When nat rate systems are used, this process involves 
verifYing that the assigned rate is correct for the assigned employee. 
When rate ranges are employed, it is necessary to determine whether the 
assigned rate is in accordance with established policy. For example, 
many firms have a policy whereby workers are hired near or at the bottom 
of the rate range. Similarly, when an employee is transferred, his rate 
DnlSt be determined to ascertain whether it is within the range for the job 
to which he is being assigned. When dealing with demoted workers, policy 
often calls for insuring that the person's rate is not above the top of 
the range applicable to the new job. Employees who are promoted DnlSt be 
assigned a rate at the miniDnlm of the labor grade to which they are as-
signed. Finally, policy may reflect a miniDnlm and/or ~ increase in 
the case of promotions. 
Devices to aid this type of control includes a log of all rate 
assignments and changes. Before entry is made to this log, the rate as-
signed is checked against the applicable policy. Generally, this involves 
checking the rate against a printed schedule. In cases where workers' 
rates are above the maximum for the grade in which they fall, it is wise 
to red-circle these and maintain a record of their status. As stated 
earlier, these rates are adjusted through holding back increases from pro-
motion or adding work assignments to the particular job. 
When employees remain on the same job, control involves: 
1. Limiting increases to the amount budgeted for increases. 
2. Limiting increases to those comparable to: (a) other peri-
ods, (b) other departments, (c) other labor grades, (d) 
other jobs, (e) other persons on the same job. 
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3. Requiring that average of actual rates does not exceed 
some measure of "normal" for departments, labor grades, 
and jobs. 
4. Limiting IIJJiount and number of increases. 
5. Reserving portions of the range for individuals who have 
superior performance displays. 
6. Clearing all increases through a wage and salary review 
colllllittee. 
Where automatic progression exists, analysis of records will 
yield reliable estimates of the number of employees at each step. Anti-
cipated turnover with this estimate will permit budgeting increases by 
departments and labor grades. 
Where merit progression is employed, many banks provide a spe-
cific amount or percentage of present payroll for increases. Informal 
apportioning is accomplished on the basis of number of employees in each 
department or allotting a certain percentage of present payroll for in-
creases to each department. A closer knit method is to apportion increases 
by labor grade, allocating each department a number of units corresponding 
to the grade and step of present employees. The total amount allocated 
for increases is divided by the total units. The result is the worth for 
a unit; the dollar figure for each department is obtained by multiplying 
the dollar figure by the number of units in any one department. 
E. The "Co!fa-ratio" 
Another method for control of individual pay rates is ths 
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"Compa-ratio" which is the ratio of actual salaries in each grade to the 
* midpoint of the grade. Such ratios may be computed for departments or 
the entire organization. A ratio of 100.0 means that the average of ac-
tual rates is identical with the midpoint of the applicable range or 
ranges. 
A short cut formula for computation of the 11Compa-ratio" is as 
follows: 
List the number of persons and their total salaries for each 
salary grade. Divide total salaries for each grade by the midpoint for 
that grade, which will give a ratio. Add these ratios for all the grades; 
divide by the number of persons in!;!! grades; and multiply the results 
by 100. This will give the 11Compa-ratio11 for the organization. 
Total salary by grade 
Compa-ratio - Sum of midpoint by gr&ae = No. Employees x 100 
In using this ratio, department heads must watch their respec-
tive divisions to make sure their ratios do not change appreciably. Re-
duction in payroll must be offset by turnover of any king, with the amount 
of money spent in salary increases so as to keep the "Compa-ratio" un-
changed. 
The drabacks to this measure must be kept in mind. First, 
where there is a small department, a single salary change will cause a 
substantial change in the ratio. Likewise, departments of highly skilled 
personnel will have little turnover. For these employees to be rewarded, 
the 11Compa-ratio 11 will increase gradually. Conversely, where turnover is 
great, the ratio will never reach 100. A few of the measures to offset 
100. 
this tendency toward higher salary levels are: 
1. Give more favorable consideration to workers near the mini-
llllllll rather than the ma:d mnm. 
2. Give preference to those in the lower salary grades where 
a large percentage are beginners, or who have entered at 
wages near the minimum. 
3. Balance frequency of increase against size, i.e,, if the 
size of the unit increase averages about 5% of base p~, 
then a reduction in the amount spent for increases may be 
achieved by lengthening the frequency of salary review. 
If frequency remains unchanged, then reduction is achieved 
by decreasing the size of the unit. 
F. Control of Fringe Costs 
less attention is devoted to control of Fringe costa than any 
other aspect of wages and salaries. An effective method is to include 
the Fringe costs together with total p~oll. Other controls are: 
1. Survey Fringe costs in the labor market and compare with 
company costa. 
2. Same as above except compare percent of payroll. 
3. Compare Fringe costs to hourly rates or earnings. 
The greatest difficulty in comparing Fringe costa is that of the 
irregularity of computation. This particular phase must be investigated 
closely before results can prove to be valid. 
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G. Control Authority 
The final phase of control with wages and salaries is the all 
important one 1 authority. It is natural that top line management must 
maintain the primary" authority. The delegates of top echelons include 
treasurer, his assistants, vice president in charge of personnel, a sal-
ary review committee, and, in some cases, a wage administration officer. 
This authority all too often becomes passive in its actions which looks 
to the present moment only and forgets the effects of actions on the 
.future. Likewise, as plans are installed or operating, the most vital 
fact is to use them properly and continuall;y. Do not let them become 
merel;y a topic of conversation; a few used effectively may do more good 
than many haphazardlY used. 
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IX, SUIIliJI8l7 
As stated in the beginning of this thesis, the objective of a 
Wage Administration program is to attain control over wages paid and yet 
to p~ equitable wages for work performed. Definite tools are necessary 
to accomplish this end and all personnel from top executives to junior 
clerks are concerned, All those persons who are chosen to install aDd 
administer the program must concern themselves with those facts, opinions, 
and other data which will provide the answers to the question of equitable 
wages and conformity to the budget, 
To briefly restate the components of the major sections of a 
wage program, there is: 
1. Job Analysis and Evaluation 
2. Pricing the Structure of Job Hierarchy 
3. Wage Assignment and Adjustment 
4. Applying Fringe Benefits 
5. Control of Wages 
Each of these phases has a dependence and relation to the other. 
Persons IIBlSt be dealt with and considered in each phase, and this lruman 
element necessitates using tact, and maintaining fairness in impartial 
dealings. Favoritism must be omitted entirely from any wage program, Be-
ing friendly and partial towards specific people or specific departments 
~ well cause grievance from most all those persons under the plan, 
Cooperation between different companies has greatly increased 
the effectiveness of wage programs. The banking fraternity has brought 
forth results that are near impossible in other types of business, By 
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taking the time to consult other persons in different organizations, greater 
use is made of experience and know-how of men and women to bring about pro-
grams that are' fair in most every sense of the word. 
Job Evaluation determines the difference in difficulty between 
jobs. The recognition of this difference then necessitates some sort of 
reward which naturally results in payment of different wages. Next, not 
all persons perform a job the same, due to experience and personal appli-
cation and of course, skill. Rewards for the person who performs the job 
better than others is necessary; not only written or oral rewards, but of 
money. In relation to this, other factors of hidden wages, fringe items, 
enter in; pa:yments other than direct money. Insurance, pensions and other 
itema have in the past few years become an expected factor in employment. 
Finally, control over this money is necessary to see that inequities do 
not result; yet the costs conform to budgetary controls. The point to be 
emphasized is that Wage Administration is not merely Job Evaluation, not 
surveying area rates, and so on, but a combination of factors none of which 
is effective in itself. This overall function is by far the greatest fac-
tor in sound personnel relations. 
Federal and State laws have had great effect upon the manner in 
which Wage Administration is carried out. Min:l.mwn wages, III8Jdmwn hours, 
payment of overtime, discrimination in p~nt of wages, and so on, are 
but a few of the legal matters that arise when carrying out a sound pro-
gram. Although many of these laws are strict in the sense that variations, 
or perhaps stated differently, violations are prohibited, cooperation and 
consultation with the Federal and State agencies that administer these 
laws generally arrive in solutions to any questions. 
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Throughout the program adequate records must be kept so as to 
be analyzed to determine action both for the future and corrective. How-
ever, care must be taken to insure that the entire program does not result 
in a mass of paper work. A few records, if used correctly, may well do 
the job of hundreds. And, emphasis is again necessary on the point that 
when action is necessary and timely, it must be taken. Talking about an 
inequity in a closed office does little to settle the matter. 
To sum up this thesis, it may be said that Wage Administration 
in a bank covers a great deal of material tangible and intangible. Per-
sons expect to be dealt with fairly; yet, strict control over this deal-
ing is necessary. What is required for a program of Wage Administration 
has been described and some of the more difficult phases pointed out. As 
a basis, however, the intentions of the people installing and administer-
ing the program must be to achieve honest results; otherwise, the pro-
gram is a failure. F1exibility through all phases of the program is 
necessary to solve those exceptions which will arise. 
APPENDICES 
FIGURE 1 APPENDIX la 
JOB ANALYSIS FORM 
(To show per cent of time spent on various duties) 
Employee's Name--------------------
DUTIES 
1. EXECUTIVE DUTIES (High level administration and supervision of bank activities per. 
talnlng to Commercial, Savings, Trust, Insurance, Investment, Personnel, Loan and Dis-
count Departments; new business; outside farm work; Income tax service; etc.) 
•• HEAD TELLER DUTIES (Supervising tellers; daily settlement of transactions of all tellers as a group; controlling cash and return Items; vault cash responsibility-ordering 
and shipping coin and currency; etc.) 
3. AUDITOR DUTIES (Auditing 
'"' 
work done by others; controlling asset, liability, 
Income, and expense accounts; reconciling correspondent balances, cashiers checks, 
money orders, etc.; reporting on audits; etc.) 
4. NOTE TELLER DUTIES (Handling new and renewal notes; accepting payments on notes 
and mortgages; collections; dally proof of these and related transactions; maintaining 
records and credit files; custody of collateral; etc.) 
5. COMMERCIAL TELLER DUTIES (Receiving deposita; cashing checks; pay rolla; dally 
proof of own transactions; handling drafts, cashiers checks, certifications, money orders, 
sales and redemptions of savings bonds, travelers checks, coupons, etc.; clerking auction 
sales; etc.) 
•• SAVINGS TELLER DUTIES (Receiving savings deposita, Christmas and/or Vacation Club payments; paying withdrawals; dally proof of own transactions; etc.) 
7. GENERAL LEDGER BOOKKEEPER DUTIES (Proving and posting dally general ledger 
entries; maintaining general ledger accounts and files. May also Include supplemental 
duties such as paying official and certified checks, preparing reports and statements; etc.) 
8. SECRETARY DUTIES (FOR EXECUTIVES) (Secretarial duties generally confined to 
work for one or two top-level executives; public contact; relieving executlvea of details; 
handling confidential business; answering correspondence; dictation and transcription; 
typing; filing and office work related to secretarial duties; etc., much of' which demands 
Independent judgment.) 
•• SECRETARY DUTIES (GENERAL) (Secretarial duties performed for other than top-level executives; public contact; relieving officers of details; answering correspondence; 
dictation and transcription; typing; filing and office work related to secretarial duties; 
etc.) 
10. STENOGRAPHER DUTIES (Dictation and transcription; typing; filing and mlscellane-
ous clerical or office work related to stenographic duties.) 
11. SAFE DEPOSIT ATTENDANT DUTIES (Serving vault customers; recording entries to 
vault and boxes; maintaining recorda of leases, contracts, keys, rentals, etc.) 
12. BOOKKEEPER DUTIES (Posting commercial, savings, loan and discount, trust, mortgage 
ledgers and/or statements; sorting, examining, and filing checks and/or deposits; paying or 
rejecting Items; verifying signatures, dates, amounts, etc.; rendering statement.; cancel-
ling checks; account analysis; computing and/or posting savings Interest; posting pay. 
menta on Christmas, Vacation, etc., Clubs; etc.) 
13. PROOF CLERK (INTERIOR PROOF AND TRANSIT) DUTIES (Proving and dl.trlbutlng 
dally debits and credit.; preparing outgoing transit letters and clearings. May also 
Include supplemental duties such ao photographing checks and deposits, endorsing 
checks, etc.) 
14. TELEPHONE OPERATOR DUTIES (Operating telephone switchboard or, If' no switch· 
board, receiving Incoming calls and relaying them to proper party.) 
15. GENERAL CLERK DUTIES (Typing; operating office machines; filing; maintaining 
routine recorda and supplies; etc.) 
16. JUNIOR CLERK DUTIES (Simple routine duties, usually assigned to an Inexperienced 
employee, such as collecting and delivering mall, running errands, maintaining simple 
files and recorda, etc.) 
17. JANITOR DUTIES 
18. TRAINEE (Actually In training status.) 
TOTAL. (Employee's percentage of' time spent on each duty should add to 100%.) 
This form to be completed 
by employees-
Instructions f'or completing 
on reverse aide. 
EMPLOYEE'S SIGNATURE: 
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FORM 1 
Per Cent of 
Total Time 
Spent on Each 
Duty 
% 
% 
% 
% 
% 
% 
% 
% 
% 
% 
% 
% 
% 
% 
% 
% 
% 
% 
100% 
THE FIGURES CONTAINED IN THIS FORM FOR ILLUSTRATIVE PURPOSES ONLY 
Skill 
Accuracy 
Adaptability 
Adjustability 
Analysis 
Aptitude 
Leadership 
Complexity 
Co-operation 
Decisions 
Details 
Education 
Experience 
Responsibility. 
Company- Policy 
Confidential Data 
Cost of Errors 
Equip~~ent 
GoodWill 
APPENDn 1 
* Factors of Evaluation 
Mentality 
Originality 
Training 
Precision 
Tact 
Co-ordination 
Diplomacy 
Versatility 
Dexterity 
Capability 
Foresight 
Material Responsibility 
Monetary Responsibility 
Quality 
Reports and Records 
Work of Others 
Public Relations 
Safety of Others 
Avoidance of Bottle Necks 
* 3, PP• 53, 54 
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Effort 
Alertness 
Application 
Mental Effort 
Physical Effort 
Strength 
Visual Effort 
Fatigue 
Memory 
Physical Pace 
Muscular co-ordination 
Monotony 
Speed of Comprehension 
Working Conditions 
Body Contact 
Discomfort 
Eyestrain 
Surroundings 
Nervous Strain 
Health Hazard 
Environmental Deterrents 
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APPENDn 2 
Terminology in Writing Job Analysis 
Action Verbs 
Believe Perform Honor Record Remove 
Assist Prepare Accept Fill-out Remit 
Substitute Install Receive Complete Release 
Fill-in Maintain Collect Makes-out Distributes 
Organize Answer Re-make Divides 
Plan Pick-up Attach Sends 
Select Bring Note Gives 
Get Submit Forward 
Consign 
Supply 
Supervise Advise Approve Report Machine-add 
Direct Contact Disapproves Inform Compile 
Decide Call Recommend Advise Be-cap 
Cause Consult State Credit 
Observe Handle Debit 
Affect Answer Charge 
Post 
Credit 
Manipulate 
Determine 
Itemize Change Cancel Cut Endorse 
Fine sort Shift Stop Separate Sign 
Rough sort Adjust Perforate Separate Sign 
File Float Pay stamp Label 
Book sort Transfer Hold 
List Close 
Group 
Classify 
Inter-sort 
Separate 
Check Open Maintain Place Fix 
Prove Commence Keep Set Repair 
Watch Start Store Put 
Count Begin Retain Locate 
Settle 
Verify 
Trace 
Find 
Locate 
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APPENDIX .3 
Key Jobs 
l. Junior Clerk 14. General Ledger Bookkeeper 
2. General Clerk 1.5. Savings Teller 
3. Transit Clerk 16. Head Teller 
4. Machine Bookkeeper 17. Auditing Clerk 
5. IBM Proof' Machine Operator lB. Auditor 
6. Stenographer 19. Trust Accounting Clerk 
7. Telephone Operator 20. Guard 
e. Secretary-General 21. Personnel Assistant 
9. Secretary-Qi'i'icer 22. Collection Clerk 
10. Safe Deposit Attendant 2,3. Discount Clerk 
• 
11. Analysis Clerk 24. Department Head-Transit 
12. CoDDnercial Teller 25. Asst. Dept. Head-Bookkeeping 
1.3. Note Teller 26. Supervisor - IBM 
109. 
APPENDIX 4 
Definition of Job Evaluation Factors 
I. Education: the extent to which formal education is required before 
original employment or transfer to any given job. 
II. Experience and Trainingr the extent of prior related experience 
required, and the minimnm. time usually required by an 
individual (having the requisite formal education) to 
learn to perform the work under the degree of supervision 
normally exercised over the job. 
UI. Complexityr the difficulty, variety, and complexity of duties; the 
thinking, alertness, judgment, resourcefulness, ingenu-
ity, and adjustment required for successful performance 
of the job. 
IV. Working Conditions: those working conditions which make a few jobs 
in or connected with banking offices less agreeable than 
others. 
v. Physical Demand: the extent to which physical strain or the fatigu-
ing use of one's muscles is required by the job. 
VI. Monetary Responsibility: the extent to which job performance may 
result in monetary loss or gain to the bank. 
vn. Public Relations: the responsibility for giving service to, ud 
maintaining the good will of the general public through 
correspondence and personal contact, in order to in-
crease the bank's volume of business. 
VUI. Work of Others: the capacity, personality, tact, and fairness re-
quired to effectively deal with or supervise the work 
of other employees, and for the maintenance of their 
morale. 
110. 
APPENDIX 4 {continued) 
Ex!mple of Definition of Degrees of Factor "Education" 
Degree Example 
lo Requires the ability to read, write, and use arithmetic, in-
volving counting, adding, subtracting, dividing, and multi-
plying. Usually equivalent to formal grammar school education, 
plus one to three years of high school. 
2. Requires equivalent of four year high school education, cul-
minating in either academic or collllllercial diploma. (Usually 
the minimum required for simple clerical jobs.) 
.3. Requires graduation from high school plus one to two years of 
college work; or high school plus formal completion of a 
specialized training course in stenography and typewriting, or 
in the operation of office equipment, such as tabulating, cal-
culating, posting or bookkeeping machines. (Usually the mini-
mum required for moderately complex clerical jobs and minor 
supervisory duties.) 
4. Requires formal four year college education; or not less than 
two years of college plus one or more years of specialized 
formal training, culminating in a licensing or certifying 
examination, such as accounting, foreign trade, business ad-
ministration, or other recognized professions. (Usually the 
minimum required for highly complex, professional, or special-
ist jobs.) 
5. Requires a college degree plus one or more years of post 
graduate study in a specialized field related to banking, or 
culminating in a licensing or certifying examination such 88 
accounting, foreign trade, business administration, or other 
recognized professions. (Usually the minimum required where a 
professional degree is necessary to satisfactory performance on 
the job.) 
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* Fitting the Line of Average Relationship gy the Method of Least Squares 
lo After the jobs have been evaluated, they are listed along with 
their point totals. Point totals are entered in the X column. In the 
Y column are listed the hourly (weekly or monthly) rates for the respec-
tive jobs. In the XY colunm is entered the point total IIDlltiplied by 
the rate. In the x2 column the point totals are squared. 
2. Next, the four columns are totaled and the number of jobs 
counted. 
3. The figures are then applied to the formula: 
4. The same figures are then applied, where appropriate to the 
following two formulas: 
X value at midpoint • ~ 
T 
Y value at midpoint = :(y 
T 
5. Next, the trend points of Y and Y are computed. To do this, 
two evaluation point totals are chosen at random, one more and the other 
less than X value of midpoint. 
Y1 = Y value mdpt. - C (X val. mdpt. - No. chosen) 
Y2 = Y value mdpt. - C (No. chosen - X val. mdpt.) 
6. The next step is to plot the points. The midpoint is at the 
intersection of a line .drawn perpendicular to the abscissa at X value 
*3 
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APPENDIX 5 (continued) 
or the midpoint, and a line drawn perpendicular to the ordinate at Y 
value or the midpoint. Points Y1 and Y2 are plotted at the lower number 
chosen in step 5 and higher number chosen. 
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